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A. Introduction 
 
 
DMT Liberia was audited (on behalf of all other DMT field sites) by a team 
from Humanitarian Accountability Partnership (HAP) between 1-6 June 2008, 
as the second stage of accreditation following the successful audit of the 
Teddington Headquarters in March 2008.  
 
This field site audit was also successful, and this document lays out the steps 
recommended by Tearfund DMT Liberia when implementing Beneficiary 
Accountability across a programme, as well as lessons we learned from this 
exercise, in order that other DMT programmes, together with the lessons 
learned through the baseline audit of the DMT Kenya programme audit in 
August 2007, might gain from our experience and more effectively implement 
systems to ensure accountability in their areas. 
 
 
To be read in conjunction with: 

·  Tearfund Good Practice Guide on Beneficiary Account ability 
·  Tearfund North Kenya Baseline Analysis HAP Report 
·  Tearfund HAP Audit Summary Report June 2008 
·  Tearfund Field Liberia Audit Report June 2008 

 

B. How to become HAP compliant 
 
 
1. Set aside resources : PD/DPD to set aside staff time and resources from 

the start of a programme or project to implement HAP, through budget 
lines in both project proposals and from central funds: 

�  Dedicated senior staff time is necessary to, for example, ensure 
appropriate documentation is in place and coordinate programme 
staff input to develop country specific Quality Standards (See 
Briefing & Ref docs for the Liberia example), 

�  Dedicated Accountability Officers in each field location to oversee 
and monitor roll out of Accountability  

�  Finances are needed to purchase and transport any materials 
needed during the implementation, for instance noticeboards and 
suggestion boxes for all project communities if these are the 
appropriate methods to use in sharing information with and 
receiving feedback from communities, printing and laminating 
posters and information, buying pintacks... 

 
 
2. Identify the project lead : Nominate a lead for Accountability across the 

programme, prepare an action plan for ensuring HAP compliance, share 
with senior management team and assign tasks. 

 
 
 
3. Sensitise Staff : Ensure all staff know and are practically applying the 

Tearfund’s HQMS (Humanitarian Quality Management System – 
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Tearfund’s 12 Quality Standards and how they apply to DMT programmes 
in general, and to this country programme), how the 12 Quality Standards 
relate to the 6 HAP Benchmarks, and specifically that staff know their roles 
and responsibilities when it comes to Beneficiary Accountability, through:  

�  Staff workshop to develop a programme-specific HQMS 
�  Staff training on Accountability 
�  Accountability noticeboards in field bases for staff reference and 

updates 
�  Ongoing sensitisation through job descriptions, inductions, 

appraisals 
A clear understanding by staff of their own roles and responsibilities and 
that of others when it comes to Beneficiary Accountability is vital, not just 
for the ACs in each field site, but for the field officers who interact on a 
daily basis with beneficiaries, for drivers and security guards, and for HR, 
logistics, finance across the programme, and of course for the senior 
management team. 

 
 
4. Sensitise Communities : As early on in the project implementation as 

possible, discuss what Accountability is all about with communities, and 
discuss how communities would prefer to interact and give their feedback 
to the Tearfund programme in each project location. For new projects, this 
should occur at needs assessment stage. For ongoing projects, this 
should occur through existing mechanisms, e.g. the regular 
Tearfund/community meetings, sensitisation and mobilisation work carried 
out by field officers and sector managers.  

�  Use of drama may be helpful when helping communities to 
understand the concept of accountability. 

�  When doing needs assessment in new communities, include a 
section on communication methods, in order to provide the most 
useful methods of information sharing with the communities 

�  Keep in mind each community’s literacy levels and preferred ways 
of communicating when developing material for noticeboards if 
these are to be used (e.g. local language, level of detail, pictures 
vs. words).  

�  Use information gathered through discussions with the community 
to develop with them appropriate feedback mechanisms, e.g. the 
use of suggestion boxes, phone contact with designated Tearfund 
field staff, concerns raised through community meetings, or through 
face to face contact with field staff, etc.  

�  Preferred communications and feedback mechanisms may differ 
from community to community even within a field location.  

 
 
5. Information Management : Prepare and collate together documentation to 

ensure all 6 HAP benchmarks are met. Disseminate this to all appropriate 
staff, ensuring logical filing of the information on programme laptops for 
good information management (see examples from the Liberia programme 
in the same folder in Briefing & Ref Docs) 

 
 
 

Humanitarian Accountability Project’s 6 Benchmarks 
·  Benchmark 1 : Establish a Humanitarian Quality Management system 
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·  Benchmark 2 : Transparency – making information publicly available 
·  Benchmark 3 : Beneficiary Participation in programme decisions 
·  Benchmark 4 : Staff Competencies to implement the HQMS 
·  Benchmark 5 : Effective and accessible Complaints Handling 
·  Benchmark 6 : Continual Improvement 
 
 

Benchmark 1:  
�  Programme-specific HQMS, based on the Tearfund 12 Quality 

standards 
�  Posters of Tearfund’s 12 Quality Standards for Tearfund field 

offices 
 
Benchmark 2: 

�  E.g. Information for both base and community noticeboards about 
Tearfund, the country programme and the specific projects, and 
how Tearfund works, as per the ‘Information Tearfund Seeks to 
Make Publicly Known’ document, including: 

�  Up to date staff organogrammes 
�  Beneficiary selection criteria 
�  Donor information, project budgets and outputs 

 
Benchmark 3: 

�  E.g. How the programme ensures community participation at all 
stages of the project cycle, the structures through which Tearfund 
works in the communities, example Memorandum of Understanding 
(MOU) between Tearfund and each of the local communities 

 
Benchmark 4: 

�  E.g. Job descriptions and induction processes which include 
information about Tearfund’s 12 Quality standards including 
Beneficiary Accountability 

�  Records of appraisals 
�  Training records pertaining to Good Practice and beneficiary 

accountability 
�  Policies on Good Practice and mainstreamed issues e.g. Gender, 

Child Protection, HIV/AIDS etc 
�  Staff handbook 

 
Benchmark 5: 

�  E.g The local complaints mechanism, log of feedback received and 
actions taken 

�  Process for how complaints are monitored and dealt with both at 
field site level and at country HQ level, e.g. via Monthly Reports 
alongside Sector Updates 

 
Benchmark 6: 

�  E.g. Information to ensure that continual improvement occurs, for 
instance, action plans for implementation of recommendations from 
recent evaluations 

 
6. Implement Beneficiary Accountability in the field ! See the following 

‘Lessons Learned’ section for how Tearfund DMT Liberia implemented 
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Beneficiary Accountability with communities, through sensitisation 
meetings, the use of noticeboards and feedback mechanisms, and the 
lessons learned through this exercise and from the subsequent HAP Audit 
in June 08. 

 
7. Share with Partners : Ensure information about Accountability is shared 

with any partners, collaborating NGOs or donors, perhaps through training 
sessions or dissemination of relevant documents on CD, and through 
information sharing and feedback at field-level coordination and sector 
meetings. 

 
8. Report Progress : once community sensitisation about Beneficiary 

Accountability has been completed (communities understand the concept, 
they know all the relevant information about Tearfund, and they know and 
are confident to use feedback mechanisms), beneficiaries still need to be 
kept updated with project progress (See item 2.8 in Section D for Lessons 
Learned, and Appendix 3 for how Liberia are trialling this using pictorial 
Gantt charts) 

 
9. Monitor and Review ! Tearfund DMT Liberia were lucky enough to have 

the HAP team to assess how we were implementing Accountability, but it’s 
important to discuss with beneficiaries how they feel about the relationship 
with Tearfund and about Tearfund’s transparency in its workings, in order 
to improve our projects, and to share this learning with other DMT 
programmes. 

�
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C. DMT Liberia: Documenting Roll Out of Accountabil ity 
�

1. Actions at Programme Level 
 

 
·  Training was carried out through a Monrovia-based DMDP workshop 

focused on Good Practice and specifically on Beneficiary Accountability, 
for field staff from all 3 field sites, and also for representatives from our 
partners AEL and EQUIP and from other NGOs (Concern, Oxfam, ACF, 
Solidarites) who together with Tearfund form a consortium funded by DFID 
and ECHO in Liberia. 

 
·  Pinboards were procured and erected in all 3 field base offices and at the 

country HQ in Monrovia 
 
·  Information was prepared for these base noticeboards according to the 

information that Tearfund seeks to make publicly available, including:  
o Who Tearfund are and where we work around the world,  
o TF Quality Standards,  
o The projects we are implementing in Liberia 
o Geographical areas, direct project costs, donors and number of 

beneficiaries,  
o Feedback mechanisms that beneficiaries can use to contact Tearfund 
o Staff information such as organogrammes and the name and contact 

details of both the Area Coordinator and of the Area Accountability 
Officer 

 
·  Noticeboards were also centrally procured for communities in the field 

locations where projects were being implemented, as well as suggestion 
boxes which were to be attached to the boards.  
o One side had the community name, the Tearfund and donor logos, and 

showed the inputs in that specified community, as well as a relevant 
community information picture and message (such as ‘develop your 
swamp’, ‘fence your pump’, ‘wash your hands after poo poo’).  

o The other was entitled ‘Community Noticeboard’ and this was where 
Tearfund accountability information was to go, with the idea that when 
Tearfund projects end, the noticeboard is then for the community’s own 
use. 

 
·  Information was prepared for these community noticeboards to include 

more specific information about the work carried out in the local area, the 
cost of project inputs such as latrines, wells and livestock, what Tearfund 
would contribute and what the community agreed to contribute, CDC 
(Community Development Committee) structures through which Tearfund 
works in each community, the beneficiary selection criteria agreed 
between Tearfund and the communities, and signed Partnership 
Agreements/MOUs for each community. This information was made as 
simple as possible, and checked with a Liberian English speaker to ensure 
it was understandable. This was then laminated to protect it against 
monsoon rain. 
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·  All documents related to HAP were collected together (Tearfund DMT 
HQMS, Liberia-specific HQMS, evaluation action plans, evidence of staff 
competencies etc), and copied onto CD for the programme, for partners 
and for the audit team from HAP. In particular, relevant documents were 
shared with the ACs to share with their sites, since they were responsible 
for and at the forefront of implementing Beneficiary Accountability in the 
field. 

 
·  Visits were made to all 3 field sites to distribute these prepared materials 

and set up the base notice boards, and discussions were held with the 
HAP Officers in each location to ensure understanding of the topic of 
accountability and to develop plans of action in each area. 

 
All these actions at Programme Level were all undertaken by a staff member 
designated as responsible for ensuring Beneficiary Accountability 
implementation across the programme, supported by the Senior Management 
Team who proactively imputed relevant information from their sectors (e.g. the 
Programme HR Manager was responsible for collating all the HR information 
necessary for Benchmark 4) 
 
 

2. Actions at Field Level 
 

·  In the field sites, training sessions were run to ensure that all local staff: 
o Understood the concept of and motivations for Beneficiary 

Accountability:  
�  the definition of accountability as “using power responsibly”; as “we 

talk to you, you talk to us”; as giving power back to beneficiaries in 
order that they are active participants not recipients 

�  the Christian perspective of our personal accountability before God 
including good stewardship of the resources He has given us, and 
of loving our neighbour as ourselves.  

o Knew, understood and could practically apply Tearfund’s 12 Quality 
Standards (in HAP-speak, our HQMS) into their daily work, and were 
able to share at least 2 examples of how they or colleagues put each 
standard into practice.  

This was done through specific workshop/training sessions, and also 
through a week of morning devotions in each field site dedicated to the 
biblical-basis for Tearfund’s 12 Quality Standards, in particular 
accountability. 
 

·  Plans were devised with the Area Coordinator, Accountability Officer and 
Sector Managers for ensuring that all communities were sensitised about 
Beneficiary Accountability. Methods included:  
o A few sessions of an ongoing weekly local radio broadcast of Tearfund 

health and mobilisation messages were utilised to discuss 
Accountability, including a phone in session from beneficiaries and 
other community members about the work of Tearfund. 

o Community meetings were held to continue sensitisation about 
accountability, and to discuss with communities the methods they 
would find easiest to feedback to us 

o Work was done with the Accountability Officer to ensure that all 
complaints and feedback received were well documented and filed 
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·  All local documents to do with beneficiary accountability were collected 

together in a central file for all staff to reference. Relevant information was 
shared with staff through morning meetings and use of the Accountability 
Noticeboard in the base (e.g. key learning points from the DMT Kenya 
programme’s experience of beneficiary accountability noticeboards and 
the baseline HAP audit) 

 
 
 
See Appendix 1 (and section X in Briefing & Ref Doc s) for the materials 
developed and used by the Liberia programme for the ir base and 
community noticeboards. 
 
See Appendix 5 for photos of the base and community  noticeboards. 
 
See Appendix 7 for recommendations coming out of th e HAP Audit 
�
�
�
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D. DMT Liberia: Lessons Learned 
 
 

1. What went well with implementation: 
 
1.1. Sufficient resources were put aside for implementation: not just the 

creation of Accountability Officers (integrated with the M&E role in the 
field sites – See Appendix 4) but designated staff time to oversee 
Accountability across the programme and to pull together the required 
documents. The DMT intern was able to be a dedicated resource to pull 
it together, and DMT Liberia would recommend that seconding or 
bringing in someone for a month to kick-start implementation would be 
very beneficial. 

 
1.2. Tearfund HQ provided very welcome support to the programme in 

compiling the DMT Liberia QMS and providing general advice. 
 
1.3. Shared training and information dissemination on Beneficiary 

Accountability and Tearfund’s Quality Standards with partners AEL and 
EQUIP, as well as with partner Consortium NGOs, was very well 
received. 

 
1.4. Despite the new terminology, all the field sites were already ‘doing’ 

Beneficiary Accountability before the drive to ensure implementation 
prior to the HAP Audit visit in June 08. This is evident in the way that the 
field teams in the Liberia programme enter communities, sensitise them 
to the work of Tearfund, sign partnership agreements, mobilise them 
through CDCs and place field staff in those communities to build 
relationships (see the accompanying ‘DMT Liberia Approach to 
Participation through the Project Cycle’ document in Briefing & Ref 
docs). Therefore ‘implementing’ Beneficiary Accountability  
successfully was reliant on the previous years of w ork throughout 
the programme to ensure the participation of commun ities at all 
stages of the project cycle in all projects.  The main drive prior to the 
audit was pulling together the strands of what had already been put in 
place throughout the past few years of the programme, tying up loose 
ends, and ensuring it was properly documented. 

 
1.5. The teamwork in the field sites was inspiring: Accountability was seen as 

the responsibility of all the Sector Management team and their Officers, 
not just that of the specified Accountability Officer, and had been 
throughout the life of the projects in Nimba. This is so important in 
‘mainstreaming’ Accountability – that it is not fel t to be a separate 
activity, but integral to all activities carried ou t in the day to day 
work of the field teams. 

 
“The HAP audit has increased my commitment to project community” 

- David Cooper, Food Security Officer, Nimba Field Site 
 
1.6. The pin-boards in Monrovia and in the bases worked well in providing 

staff with information about accountability; the first step towards ensuring 
both that staff feel that their management is accountable to them, and 
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that they understand what accountability means and how to practice it in 
the field. Many staff stood round the boards in all the locations when they 
went up and asked questions about their project, other field sites’ 
projects, and about accountability. It began to help the process of helping 
all staff from security guards to sector managers to be informed and to 
feel ownership over the Accountability. Informing staff about 
Accountability is as important as informing the com munities.  

 
“I experience that we, the staff in Nimba, we are together”  

– Geelay Noklinnie, Radio Operator, Nimba Field Site 
 
1.7. Field staff really enjoyed learning about the Tearfund Quality Standards 

during training sessions; this helped them to see how Good Practice (not 
just Accountability, but Child Protection, Gender, etc) underpinned their 
every day work. Some field sites covered a few of the Quality Standards 
during morning devotions each day, and this enabled them to go in more 
depth into the biblical basis behind Tearfund’s core values & standards. 
Strong comprehension of the 12 Quality Standards he lps field staff 
to practically explain Tearfund’s values and ways o f working to 
beneficiaries day to day.  

 
 

2. Challenges faced and Lessons learned: 
 
2.1. Helping communities to understand the concept of Be neficiary 

Accountability was a challenge for a number of reasons: 
o The background of conflict in Liberia meant that communities were 

unused to freely giving their opinions, particularly negative ones since 
they were used to retaliation. They may have worried that negative 
comments would lead to withdrawal of Tearfund’s support.  

o Feedback is a luxury to people who are living hand to mouth, who are 
not used to being ‘consumers’ with the ‘customer’s right’ to be heard.  

o The idea of designated feedback mechanisms was also new not just 
to beneficiaries but to many of our Liberian staff. 

o In hindsight we were to a degree using the wrong approach: instead 
of trying to get communities (and in fact staff members) to understand 
the words ‘Beneficiary Accountability’, we should have started by 
talking about what this means in practice, in our relationship with 
them, using words for or examples of accountability which made 
sense to them in order to make the concept clear. The auditors used 
a very good sketch of a patient and a doctor, firstly where the doctor 
decided what the patient needed without listening to the patient’s 
input, secondly where there was a two way communication and the 
patient left the doctor having been given the appropriate medication: 
both staff and communities found this very helpful), and this would be 
a very useful training tool to use with the communities in the future to 
describe how Tearfund wants to interact with them, in partnership, for 
the best outcome.  

 
 “I enjoyed the drama done by one of the ladies [auditors] that 

came. It make all the process easy for the communities members”  
– Stephen Konah, Food Security Officer, Nimba Field Site 
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“From the drama I learned how to interact with beneficiaries on 
what is good for them”  

– Nathanial Smith, Driver, Nimba Field Site 
 

2.2. The level of literacy in the communities was a chal lenge that was 
not adequately addressed prior to the audit : the material on the 
boards, although checked for understanding by Liberian English 
speakers, was not trialled in the communities due to lack of time prior to 
the audit, and although in preparation of the material, pictures and 
diagrams were included, this is an area for future development. The local 
languages are only spoken not written, and so information had to be in 
English. In every community there were people who read English and 
could translate to other community members, but the material on the 
boards was not sufficiently simple or pictorial to reach as many 
community members as possible (although using pictures provides the 
challenge in itself of providing all the required information in the space 
available! Our noticeboards dimensions were approximately 1.5 square 
metres. See Appendix 5 for photos of the Liberia noticeboards). The 
audit highlighted that the needs of and communication to vulnerable 
groups in particular was not sufficiently addressed. Information on 
noticeboards should be trialled with the community, and developed in 
collaboration with them. 

 
“I have learned [from the audit] how important it is to do follow up on the 

most vulnerable to enable you to identify their needs and problems”  
– Maima Follah, PHE Officer, Nimba Field Site 

 
2.3. Following on from this, one of the reasons we were still shown to be 

successfully implementing Accountability overall was that the 
communities already knew the information on the boards since Tearfund 
had been working in the communities and disseminating information 
verbally since the start of the projects. One of our biggest lessons 
learned was that beneficiary accountability is much  more than 
noticeboards and suggestion boxes, and should focus  on 
empowering communities. Despite being very visible signs of 
Accountability, noticeboards and suggestion boxes are not necessarily 
the best way of implementing it, and should be used only alongside other 
methods, if at all, with the focus on ensuring communities understand the 
principles of Beneficiary Accountability, information about Tearfund and 
the projects is clearly shared, and beneficiaries are involved as partners 
at all stages of the project cycle, know how to feedback to the relevant 
people should there be a problem or misunderstanding, and that issues 
are dealt with in a timely way. Many community members felt that their 
preferred method of feedback was face to face or by mobile phone with 
Tearfund staff members, rather than through the suggestion boxes.  

 
One community member described her understanding of the noticeboard 
in her community thus: “It a sign of partnership between Tearfund and us. 
I am clear about how to use the suggestion box [attached to the board], I 

am very free to approach you” 
– Joan Wonne, Community Health Volunteer, Harris Farm, Nimba County 

 
It might be that noticeboards and suggestion boxes are appropriate, but 
if the community are happier to feedback to the organisation in person, 
and confidential and safe ways to do this have been considered and 
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agreed, this may be enough. It will be community-dependent, and as 
long as the discussions and decisions taken as a result are documented, 
this should be fine for effective beneficiary accountability, and for HAP 
compliance. Information on the noticeboard should merely be the icing 
on the cake; repetition of what the community already knows through 
ongoing sensitisation and verbal information-sharing through the Field 
Officers as part of their day to day roles. For this very reason, Field 
Officers are the most important group to target wit h knowledge 
about Accountability and its practical implementati on. 
 

2.4. If using noticeboards in communities, it is good to  spend time with 
staff to make sure they understand where they shoul d be 
positioned and why , and to discuss this with communities: on visiting 
some villages to monitor implementation, we saw that some 
noticeboards had been placed on the outskirts of communities by the 
road, and others were not at an appropriate height for easy reading, and 
had to waste time and resources digging them all up and repositioning 
them at eye level the centre of the communities, in consultation with the 
CDCs as to where the village meetings were held and where they were 
most useful to the community as an information-sharing point. 
 

2.5. In focusing on empowering communities  rather than on noticeboards, 
we learned the importance of the following: 

 
2.5.1. Using illustrations during community entry:   If interventions 

(e.g.  Types of latrine construction) are clearly presented using 
pictures, community expectations have a greater chance of 
matching interventions (some of our communities complained in 
Year 1 of a project about the wattle & daub construction of latrines 
compared to concrete ones erected by another NGO, because it 
had not been clearly explained to them. We used this learning 
when communicating with Year 2 communities).  As a result, a 
greater number of community members (not just those who are 
literate) understand what interventions will be undertaken and are 
also better able to hold Tearfund accountable for what we say we 
will do in their communities. 

 
2.5.2. Using more detailed Memorandums of Understanding :  If 

MOUs signed with communities aren’t specific enough as to what 
is proposed and who is responsible for each stage of an 
intervention, it causes problems during project implementation.  
For instance, from experience we learned the importance of 
including details about the the number of workshops to be carried 
out, the number and type of workshop meals to be provided, the 
type of construction to be carried out (as above), that fences 
around handpumps should be erected before handover of the 
pump to communities, etc.  

 
2.5.3. The proper use of stock ledger books to track proje ct 

materials and monitor Tearfund activities :  In Year 1 in one of 
our projects, communities were given ledger books, but they only 
used them as guest books to record visitors to the communities.  
While a guestbook helps to make sure that other NGOs are not 
duplicating efforts in the community, it does not utilise the ledgers 
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as they were intended.  During Year 2, we trained the 
communities to use the ledgers to record movement of project 
materials:  deliveries from our warehouse must be accompanied 
by a waybill that is signed by the CDC, not by one of our staff as 
had been done in the past.  CDCs also make sure that any 
request for materials from our staff detail quantities, output and 
staff names, providing greater accountability and helping to 
ensure that materials are employed for their intended use. 

 
2.6. Through this, we learned that a bonus of beneficiar y accountability 

is its inherent usefulness in fraud prevention .  The accountability that 
CDCs can provide, when properly empowered, can help to curb fraud (by 
staff or community members) in the project communities.  Whether it’s a 
community receiving snacks instead of meals during workshops or 
materials going missing from deliveries, detailed MOUs and stock ledger 
books are helping to ensure that staff are better stewards of the 
resources entrusted to Tearfund for communities. 

 
2.7. Some of our project communities are only receiving monitoring follow up 

and a few training activities in this donor year, with no new inputs from 
Tearfund. These communities found it harder to understand the point of 
Beneficiary Accountability and it felt strange to be erecting noticeboards 
in communities that we already have been working in for 3 years, saying 
‘this is who Tearfund is and where we work, and we want to hear your 
feedback’. This is why it is so important to start Accountabil ity right 
from the moment of entry into a community at the st art of project 
implementation.  

 
2.8. How to regularly report project progress to benefic iaries in an 

accessible way was a challenge:  this needs to be discussed with 
communities, since we will need different formats than our current 
detailed and wordy internal/external reports. DMT Liberia is in the 
process of trialling a type of pictorial Gantt chart with the sector 
interventions down the left hand side together with corresponding 
pictures for those who cannot read, and months in a chart to the right, 
with the idea that Sector Managers shade in the blocks where each 
intervention is planned to occur, then community members can see if 
project is progressing according to the plan, and hold Tearfund 
accountable for lapses in project schedule. Tearfund staff can also 
proactively change the planned timeframe if there are hold ups and 
discuss reasons with the communities (See Appendix 3). This is an area 
where sharing of information between programmes would be useful. 

 
2.9. The audit highlighted an interesting point about th e hierarchy of 

Beneficiary Accountability vs. external guidelines : do we take into 
account what communities want or only what we have already decided to 
provide? For example, the audit in Liberia highlighted that the number of 
wells and latrines constructed in communities was primarily according to 
SPHERE guidelines, not to what communities actually wanted. This 
balance needs addressing transparently with the communities, perhaps 
through being clearer in our discussions with the community about what 
we will provide but also why. The obvious next step is to mobilise 
communities effectively in construction work so that they then have the 
knowledge to build more for themselves in the future. 
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2.10. This leads on to the issue of the relationship betw een donors and 

Beneficiary Accountability : it is important to advocate with donors to 
include in project budgets a ‘kick-start’ amount for beneficiary 
accountability implementation (staff and community workshops, 
transport, noticeboards, production of information etc) as well as monthly 
salaries for Accountability Officers in field sites (See the Liberia 
M&E/Accountability Officer JD in Appendix 4). In addition, increased 
feedback from beneficiaries will need to lead to increased flexibility from 
donors and in reporting, since, if Accountability is not to be a token 
exercise, feedback may result in changes to log frames, activities and 
activity schedules, budgets and expenditure, and logistic planning. It is a 
challenge to both DMT field sites and to Teddington  to be educating 
donors in the implications of Beneficiary Accountab ility  (perhaps by 
including them in training sessions with partners and other NGOs), and 
also to be holding donors accountable, for instance, if donors are 
unnecessarily slow in agreeing proposals for, for example, food security 
projects with the result that we miss planting seasons, then is this a 
failure in accountability to beneficiaries? 

 
2.11. Lastly, with the exit of Tearfund DMT Liberia in December 2008, and the 

capacity building of and handover to local partners, it’s a challenge for 
all programmes to think through how to ensure DMT t eams are 
building the capacity of local partners in Benefici ary Accountability  
as well as in other more tangible sectors such as WatSan or PHE. 
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E. APPENDICES 

Appendix 1: DMT Liberia Accountability Document Lis t 
 
 
 
Reference List of documents developed or used by DM T 

Liberia in Implementing Beneficiary Accountability  
 

 
Tearfund Documents: 
·  12 Quality Standards poster 
·  Information Tearfund seeks to make publicly known 
 
DMT Documents 
·  Tearfund DMT Quality Standards for Emergency Response (DMT’s 

HQMS: how Tearfund’s 12 Quality Standards are worked out in practice 
across programmes) 

 
Liberia Documents 
·  Tearfund Quality Standards for DMT Liberia (programme-specific HQMS) 
·  DMT Liberia “Approach to Participation through the Project Cycle” 

diagram and narrative 
·  DMT Liberia programme overview (including donors, numbers of 

beneficiaries, direct project costs) 
·  DMT Liberia project overview for each field site (including field site 

specific-donors, numbers of beneficiaries, direct project costs) 
·  Field site ‘cost per item’ breakdown (see below: Appendix 2)  
·  DMT Liberia Community Project Monitoring Format (see below: 

Appendix 3) 
·  Community Development Committee (CDC) structures (through which 

Tearfund work in the communities) 
·  DMT Liberia Local complaints mechanism narrative and diagram 
·  DMT Liberia beneficiary selection criteria per field site/community 
·  Example partnership agreements 
·  Job descriptions for M&E/Accountability Officers (see below: Appendix 4)  
·  Field site staff organogrammes for each site 

 
 

 
Any additional Supporting Documents detailing how D MT Liberia 

complied with the 6 HAP Benchmarks to be found in B riefing & Ref Docs 
(from the Beneficiary Accountability HAP CD that has been sent to HQ)  
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Appendix 2: Community boards: ‘Cost per Item’ infor mation 
 

Sector Tearfund Input 
(Cost) 

Community Input 

WATSAN 
 
·  Well:  
cement, pump 
set, mesh wire, 
tools, sand and 
crush rock  
 
 
·  Latrines:   
cement, zinc, nails, 
carboline, steel rod, 
PVC pipe, Hitch & 
staple, hinges and 
labour incentive  
 
 

 
 
3,000.00 USD 
 
 
 
 
 
 
95.00  USD 
 

 
 
Labour 
 
 
 
 
 
 
Provide 200 pieces 
of mud bricks, 
gravels and sand 
(where available) 

CD, PHE & CM (Community Development, 
Public Health Education, Church Mobilisation) 
 
·  Trainings 
 
 
 

 

 
 
 
3.5 USD /per person 

 
 
 
Time and 
experience sharing. 
 

FOOD SECURITY 
 
·  Swamp Development:  

o Tools, Seeds, 
Food For Work 
(FFW) 

 
 
 
·  Vegetable production:   

o Tools, Seeds 
 
 
·  Drying floor 
 
 
 
 
 
 

·  Livestock 
o Goat 

 
o Poultry 

 
 

 
 
2,713.00 USD /swamp 
 
 
 
 
 
 
463.00 USD /per group 
 
 
 
450.00 USD /per 
drying floor 
 
 
 
 
 
 
75.00 USD /per goat. 
 
7.00 USD /per rooster 
6.00 USD /per hen 

 
 
Labour 
 
 
 
 
 
 
Labour 
 
 
 
Local materials 
(sand, gravel) 
 
 
 
 
 
 
Local materials for 
livestock pens 
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Appendix 3: Community boards: Project Monitoring Fo rmat  
 

MONTH when work will happen Types of Tearfund & Community Work Number  
J F M A M J J A S O N D 

Training of CDCs 

 

             

Community development 
project incentives given 

 

             Community 
Mobilisation/
Development  

Bridge construction and 
rehabilitation 

 

             

Well and pump 
construction 

 

             

Latrine construction 
 

             

Bathroom construction 
 

             

Organic latrine 
construction (from local 
materials) 

              

Training of pump 
mechanics 

 

             

WATSAN  

Training in cost recovery 

 

             

Tools distribution 

 

             FOOD 
SECURITY 

Swamp development 
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Vegetable garden 
development 

 

             

Drying floor construction 
              

Grain store construction 

 

 

             

Goat distribution 

 
 
 

             

Chicken distribution 
 
 

             

Food Security training  
(different types) 

 

             

Training of CHVs 

 

             

Training of Youth Groups 
 

             

Training of CFHCs 
 

             

Distribution of hygiene 
items 

 

             

Construction of garbage 
pits, drying racks, 
clotheslines 

 

             

PHE 

Construction of 
handwashing facility 

 

 

             

 
(Field officers to shade in months of each activity and report to community on any changes ) 
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Appendix 4: M&E Accountability Officer Job Descript ion 
 

ROLE   MONITORING, EVALUATION & ACCOUNTABILITY OFFI CER 

PROGRAMME  DMT  

LOCATION  LIBERIA 

DATE  REVIEWED  15 APRIL 2008 
�
PART 1 – JOB DESCRIPTION  

1. MAIN PURPOSE OF JOB 

���������	�
��
�������������������	����������	�	��� ��������	������	��
�	��������	���	�����
���������������	��
��������������	�������
	�	��	��� 	��	���

�������	���	������	����	��	
��	����
������	������������������	����	��	�����������	����� �
	�	��������������

�����	����������
��
���	�	�����	������������
������������	�������������

 ����	�!	�	����������������!�
��������������������� �	
��������������������������������
��������	�����!	�	�����������
�����������		�!�����" �����	������	�	����	���	�������������	�
���
	�	������������	���������!	�	����������������!� 
��������
��
���������	�	����������	����
�������������	��������	��������	�����
	��	��	����	
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2. LINE MANAGEMENT / POSITION IN ORGANISATION 

·  #$��%���	�&'�

·  $����	�����	�����%���	��(�

·  )	�����������	���	��*�����������

·  +��	���
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3. DIMENSIONS AND LIMITS OF AUTHORITY 

·  -.������������!�	�����������	�������	�#�����	��$��� �	�	�������	���

�

4.  DUTIES AND KEY RESPONSIBILITIES 
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Monitoring Project Progress (40%) 
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·  ������������	��������	��������
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Beneficiary Accountability (30%) 
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PART 2 – PERSON SPECIFICATION  

MONITORING, EVALUTAION & ACCOUNTABILITY OFFICER  
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Appendix 5: Photos of HAP Preparation in Liberia 

 
 

 
 
 

LEFT: Monrovia base noticeboard, with TF 
information, Quality Standards, map and description 
of projects, staff organogrammes, beneficiary 
selection criteria, detail of feedback mechanisms 
available to stakeholders and beneficiaries, and 
recent progress reports and transformation stories. 
 
BELOW: Community signboards ordered for Nimba 
communities, with project information and mobilisation 
message on one side, and noticeboard on the other. 

RIGHT and BELOW: 
Zeoghein community in 

Nimba reading the 
information about 

Tearfund as the board is 
put up in a place 

determined by the 
community, near where 

they have their meetings 

BELOW RIGHT: M&E 
HAP Officer in Harris 
Farm community in 
Nimba, where community 
members viewed the 
board as a visible sign of 
the partnership between 
Tearfund and their village 
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Appendix 6: Photos of HAP Audit in Nimba County, Li beria 
 

 

Drama about a doctor-patient relationship performed by one 
of the auditors to explain the importance of listening and 
working in partnership, and the concept of accountability 

A community member responds 
with his interpretation of the drama 

A warm welcome for the auditors in 
another community by women’s 
representatives 

Children and those from older age groups in the communities were also part of the HAP audit 

Audit was undertaken from 4 th-6th 
June 2008 in DMT Liberia head 
office in Monrovia, and in Nimba 
field base 
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The audit covered DMT Liberia’s 
compliance with all HAP 
Benchmarks. Left – auditors 
checking evidence of compliance 
with Benchmark 6: Continual 
Improvement. 
 

FAR LEFT: VIP latrines 
implemented following 
recommendations from an 
ECHO evaluation carried out in 
2007. 
 

LEFT: Jerry can with a tap 
installed outside latrines for 
communities to wash their 
hands; a recommendation from 
the 2007 ECHO evaluation, 
distributed in all subsequent 
2007/8 project communities.  

Auditors checking the quality of pump 
construction work, and that planned 
sanitation inputs such as dishracks were 
in placeand in use in the communities 

Representatives from Radio 
Tappita, the local radio station, 

accompanied the audit to act as 
interpreters and to record the 
progress of the audit and the 

responses from beneficiaries for a 
later broadcast about the audit 
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