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Trust in Action: Shifting Risk Management to Empower Locally Led Aid
A2A Round Table Report | 9 September 2026 | Online

Convened by the Ministry of Foreign Affairs of Luxembourg and HQAI, this Round Table brought together
local and national actors (LNAs), donors, INGOs and networks to move the localisation debate from
principle to practice. The discussion stemmed from the Luxembourg-funded From Audit to Action (AZA)
Initiativein the Occupied Palestinian Territory (OPT) and Lebanon, which uses HQAI CHS audits as means
to measure and demonstrate quality and accountability, as well as trusted evidence for due diligence,
capacity and risk assessments.

Participants agreed that local ownership and donor accountability are not competing priorities, but that the
current system of repeated, overlapping assessments undermines both. The welcoming address
introduced A2A as a practical test of whether existing quality and accountability mechanisms can build
confidence across the wider system. The Round Table then set out to show, with concrete evidence, how
a credible, independent audit against the Core Humanitarian Standard on Quality and Accountability (CHS)
can serve as a shared reference point that reduces duplication all along the funding chain.

"For us, accountability and localisation are not competing priorities. The challenge is to
ensure that our approaches support both, rather than creating unnecessary barriers
between them."”

The Grassroots Reality: The Cost of Duplication

Some of the LNAs from Lebanon and the OPT that have gone through CHS audits under A2A — Agricultural
Development Association (PARC), Society for Inclusion and Development in Communities and Care for All
(SIDC), and Teacher Creativity Center (TCC) — described due diligence as a genuinely valuable but
disproportionately repetitive burden.

Speakers were clear that the issue is not the principle of diligence, which organisations embrace, but the
sheer repetition: regardless of grant size, the same institutional ground is covered again and again for each
donor, consuming days of staff time that could otherwise be oriented towards communities.

e Asingle due diligence exercise can take two to three days and involve five to seven LNA staff
members, several of whom hold multiple roles because smaller organisations lack dedicated
departments. Repeating such exercises five times a year puts significant burden on individuals.

e Repetition diverts staff time away from direct community engagement and service delivery.

e Context matters. Generic questionnaires often fail to reflect an organisation's actual level of
capacity, resulting in a lower score that does not match real practice.

One LNA’s speaker reframed trust as something that must be earned on both sides: local organisations
open their systems to independent scrutiny and act on the findings, while donors are asked to use that
credible evidence rather than requesting it again from scratch. In this specific organisation, the CHS audit
confirmed thirty years of relationship-building with its communities through an impartial external
assessment, while also identifying areas where institutional systems and procedures need strengthening -
in particular safeguarding, and the mechanisms through which communities can safely raise concerns and
complaints.
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"A serious audit should show where an organisation is strong and where it still needs to
improve. Verifying a strength can help a donor understand what the organisation is
already capable of, and target capacity strengthening where it is actually needed."”

Another LNA’s experience reinforced this benefit: certification was valued precisely because it assessed
the organisation as a whole rather than a single project, and because it examined whether systems were
genuinely applied in practice rather than simply documented on paper.

" Committed people and strong values must be supported by policies, procedures, and
clear responsibilities that work consistently across the organisation and its various
operations. Good people matter. They are not by themselves a system, however.

A system is what catches a problem even when the good person is not there that day.”

Passporting in Practice: The Evidence Base

Several contributions offered concrete mapping data on how far a CHS audit can substitute for a funder’s
own due diligence process — moving the conversation from principle to measurable practice.

e CARE International, CARE Lebanon, CARE Luxembourg and HQAI conducted a mapping
exercise against the criteria of their Mutual DDA, using the CHS audit information of one of their
local partners. The mapping found an average coverage of 69% of CARE's due diligence criteria,
a share that rose to 100% on safeguarding requirements. Further detail on CARE’s findings is
provided in the Annex.

e Start Network's testing of a CHS-certification passporting pathway found that CHS certification
directly or partially covers 88% of Start’s due diligence requirements across Tiers 1-3, with full
coverage on legal compliance, safeguarding, commitment to best practice and downstream
partner management. Data privacy and security showed the lowest, though still material,
coverage.

e Preliminary mapping of Start Network's requirements against OCHA's due diligence assessment
showed 64% coverage, and against the Charter for Change (C4C) harmonised tool, 84%
coverage.

Following the A2A mapping, CARE Lebanon now recommends the passporting approach to reduce audit
fatigue and transaction cost, and allow for local partners to focus their time on community engagement and
aid expertise rather than repeated duplicative scrutiny.

Start Network has invited one of the A2A LNAs to participate in its CHS-certification pilot, with results
expected soon. Further detail on Start Network's methodology and findings is provided in the Annex.

"A single audit recognised by multiple donors reduces duplication, reduces partner
fatigue, and lets everyone focus more on meaningful risk analysis and partnerships."
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Reform Needed: Due Diligence as Shared Risk Management

ICVA's contribution broadened the discussion from individual passporting arrangements to systemic reform
of due diligence practice. Four necessary areas of change were identified:

e Reducing duplication and bureaucracy — the same questions are frequently asked by different
donors within days of one another.

e Reframing due diligence as a shared risk-management tool rather than a one-directional donor or
intermediary risk check — a useful tool should work for all partners.

e Moving away from a one-size-fits-all approach: due diligence should be contextualised and
proportionate to an organisation's size, context and risk profile.

e Pairing assessment results with targeted capacity-strengthening support rather than a pass/fail
decision — missing this connection is wasting opportunities of sustainable learning and
improvement.

“Due diligence cannot be seen only as a donor or intermediary risk tool. There is a
shared interest between the operating agency and the donor, but no one is really
asking the local organisation: what is your risk, and what would help you manage it?"

Challenges cited included limited political will to look behind existing bureaucratic processes, the sensitivity
and complexity of the topic, a lack of evidence on whether specific due diligence checks actually reduce
risk, and the risk that simplification could inadvertently favour only known, trusted partners over newer or
higher-risk frontline actors. Attention was also drawn to intermediaries, who often apply stricter downstream
due diligence because their risk-sharing is not backed by donors.

ICVA hosts a due diligence Community of Practice which has developed shared terminology and mapped
ongoing initiatives across the sector to reduce fragmentation. The upcoming Grand Bargain framework,
expected in October 2026, is anticipated to give greater weight to country-level evidence and due diligence
reform through its accelerator process.

A Now-or-Never Moment: Evidence, Momentum, and What Comes Next

Reflections from the CHS Alliance reinforced that the CHS exists to place people affected by crisis at the
centre of accountability — a common reference point that works precisely because it is not donor-specific.
Three points were highlighted for the audience:

e The evidence base is now established: HQAI certification can be expected to match 50-100% of a
donor's due diligence requirements, drawing on ten years of mapping work and case evidence
from national and international NGOs across the globe.

e Momentum is real and accelerating: The majority of CHS Alliance members are national NGOs,
with 228 organisations now verified and a strong pipeline including through A2A.

e This is not simply an efficiency exercise: in a sector facing its sharpest funding contraction in
years, reducing duplication is fundamentally about directing more resources and attention to
accountability to people affected by crisis, not paperwork reduction for its own sake.
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"The goal is accountability to the values we preach.
/t's about not duplicating, it's about meeting our localisation commitments, and it's
fundamentally about accountability to affected people."”

After an open floor discussion, HQAI's closing remarks framed the session as the beginning of a continuing
conversation rather than a conclusion: recognising and passporting credible audit evidence requires
funders along the funding chain to let go some power. Simultaneously, it requires others, including LNAs
to accept that power, and be held to account.

No single actor in the sector can drive this shift alone.

We can see the desire for change,; we also heard about the perceived obstacles.
What is required now from us as leaders is to channel this energy into concrete action,
the courage to take action and lead by example."
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Speakers

The discussion was moderated by Asma Saleem, Independent Consultant, with the expert contributions
from:

Dr. Nadia Badran, Executive Director, Society for Inclusion and Development in Communities and Care for
All (SIDC), Lebanon

Lior Bahbout, Project Officer, Ministry of Foreign Affairs of Luxembourg

Elise Baudot, Head of Humanitarian Financing, ICVA

Rana El Hakim, Partnership and Localisation Coordinator, CARE International Lebanon
Dr. Mariela Montiel, Due Diligence Manager, Start Network

Laith Sarsour, Head of Development and Resource Mobilization, Agricultural Development Association
(PARC), Palestine

Désirée Walter, Executive Director, HQAI
Tanya Wood, Executive Director, CHS Alliance

Usama Zamel, Development and Programs Officer, Teacher Creativity Center (TCC), Palestine
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Meeting participants requested the slides presented by Rana El Hakim, CARE International Lebanon and
Dr. Mariela Montiel, Start Network to be shared together with the report. Both speakers kindly agreed.

Annex I:
CARE International Lebanon — Passporting Mapping Findings (Sept. 2026)

THE POWER & POTENTIAL OF REDUCING DUPLICATION

CARE Lebanon x HQAI CHS mapping under the From Audit to Action (A2A) project

3 | FROM MAPPING TO ACTION

1 | HOW THE MAPPING WORKED 2 | WHAT WE FOUND

2“:” i . o a PASSPORTING

riterion-by-criterion cross-reference ) A

CARE's Mutual DDA (36Q) against HQAI 57 A) 1 00 /0 {se robuistiGH S auditevidence toinform

CLS audit evidenca. partially fulfil CARE DD—then assess only the
General DD Safeguarding uncovered areas.

SCORE overlap with CARE's 36- overlap with CARE's

1=notcovered * 2=partially covered * 3 question Mutual DDA safeguarding requirements CHS AUDIT 69% COVERED ADD::'I"zNAL

=fully covered. DD

TRIANGULATE

The mapping considered evidence
collected across the full HQAI audit
process—not only the final CHS report.

COLLABORATE
A joint exercise between HQAI and CARE to

69% OVERALL COVERAGE

of CARE’s Mutual DDA requirements are covered
by CHS audit findings (directly or with additional
processing).

Where the gaps remain

WHAT CARE CANDO

@ CARELebanon
Use the mapping to reduce repeated evidence
collection and focus DDA on gaps / donor-specific
requirements.

identify overlaps, evidence gaps and @ 0%overlap ® CARE International
practical efficiency gains. Donorcompliance » FFATA » Cash management  Asset Use the leaming toinform a wider, more
management » Indirect costs h ised h to due dili and
assurance.
® Partial # Challenge

HR  Accounting/financial oversight  Accounting system
* Audit arrangements & funding

Different donor requirements and areas outside CHS
scope mean passporting cannot replace all DD.

THE OPPORTUNITY: fewer duplicate assessments » less partner fatigue » lower transaction costs + more time for meaningful risk analysis and partnership.
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Annex Il
Start Network — Passporting Pathways (September 2026)

START

NETW:.:RK

PASSPORTING PATHWAYS

September 2026

OF HUMANITARIAN ACTI N

Background

* Previous passporting experiences showed
inconsistent information across reports, partial
coverage against our standards, different
objectives than our due diligence (targeted

OCAs,e.g.)
* Some organisations reported

problems gathering previous
reports

* Needed more collaboration
and preparation time
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Passporting pathways

Testing passporting through established pathways means:

* The accepting organisation has reviewed the assessing
organisation's requirements and knows what to expect.

* Amapping exercise has been conducted to understand
the degree of overlap and residual risk.

* There is a formal agreement to accept passported
assessments; both organisations have agreed to share
information and keep communication channels open.

Passporting pathways

CHS Certification SN ¢4C MOU OCHA

a caron RS @
@ OCHA

Trocaire

TOGETHER FOR A JUST WORLD

Mappings and
findings
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CHS Cert. passporting - Toolkit in testing

After Start’ s review, of the 90 requirements to be assessed for Tiers 1 to 3:

54 requirements
DIRECT

Confirmed by the audit
report.No additional
document needed.

25 requirements

PARTIAL

Relevant assurance exists,
with one targeted
supplementary document
or confirmation required.

11 requirements
NOT COVERED
Outside CHS audit

coverage.Standard Start

due diligence applies.

partners

Legal c 10 BPs
100% 100% 100% 100%

Risk Financial controls
89% 91% 88% 78%

Data privacy & security
56%

CHS 4.3 confirms ethical data management in principle, but HQAI does
not audit detailed legal data-governance arrangements or technical
cybersecurity controls

Full
cover
High
cover

Lower

cover

Overall, 88% of tier 1-3

requirements are directly

OCHA passporting - Preliminary results

Area Total
Governance 14
Financial controls/oversight 22
Legal compliance 11
Operational efficiency/ability to deliver 17
Risk management 14
Commitment to best practices in humanitarian action 12
Data privacy and security 1
Safeguarding 14
Downstream partners 8
TOTAL 123

C4C passporting - Preliminary results

Area Total
Governance 14
Financial controls/oversight 22
Legal compliance 11
Operational efficiency/ability to deliver 17
Risk management 14
Commitment to best practices in humanitarian action 12
Data privacy and security 11
Safeguarding 14
Downstream partners 8
TOTAL 123

Direct Partial
6 1
10 a4

= - =
6 0
2 2
7 1
0 0
6 2
5 1
46 12

NN O R OOV s|-

Not covered

O B Kk WwaHaNKNO

-
a

Not covered BP (N/A)

or partially covered
through CHS certification

Tiers 1-3 have full coverin
4 areas.

Financial control and Data
management will need
the most additional

checks.

Coverable %
(Direct+Partial)

6 88%
78%
63%

6 55%

33 64%

100%
89¢
3 88%
6 82%
5 569
3 67%
2 89%
0%
100"
33 84%
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Learnings and  Strengthen trust in the process within
next steps

Start and the wider sector — Collate
learnings from this strategy, including
testing assumptions about risk.

* Grow the number of partnerships —
explore trends

* Explore other strategies — Recognise
the limitations of this strategy
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