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5 ways to use INSPIRED

Take it to your next donor
or partner meeting

Every issue outlines important topic connected to PIN
relief and development work. Filled of varied examples
of our programming, donors and partners can easily

find something relevant and interesting to read. Introduce and circulate
Encourage them to take a copy. it at your next all-staff
meeting

The primary audience of the magazine
is PIN. Full of quotes and contributions

Display it at events and by our staff, new tools and approaches,
conferences with partners this magazine is for our us as much as
anyone else. Take a minute at the next
and stakeholders staff meeting to introduce it and show
With smart graphics and readable but what is PIN is up to across the world.

informative content, Inspired is a great material
to have to hand when discussing PIN’s work and
experience globally. Again, encourage people to

take a copy for their office or organisation.

INSPIRED

By P le in Need
sl 3 | NOV 2018

Read it before your next
programe meeting

Get Inspired! Learn more about what PIN
missions are doing in terms of current issue
theme in other contexts. Have questions
about it? You can contact the mission directly
or go through Communication & Advocacy
Department to find out more.
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Keep copies on display
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Have you ever wondered what accountability actually
means? Do you hear about accountability from people
in various roles and in different contexts and find it
confusing? In this third issue of INSPIRED we will explore
accountability from different angles.

Accountability is essentially about accepting
responsibility. In the past, the accountability efforts of
aid organisations traditionally focused on reporting and
our obligations towards funding agencies. In recent years,
however, we see the need to adopt a more comprehensive
approach. In addition to this upward accountability,
it is now increasingly important for the humanitarian
community and donors to ensure downward
accountability towards beneficiaries and communities,
as well as horizontal accountability towards our own staff
and partner organisations. Strengthening the meaningful
participation and empowerment of beneficiaries is
essential for respondingto needs as effectively as possible.
Establishing effective communication and feedback
loops contributes to adaptive project management and
builds a practice and culture of dialogue and learning. An
organisational focus on the establishment, understanding
and correct application of accountability and safeguarding
rules and procedures builds trust and transparency within
our own organisation, and communicates our standards
to implementing partners.

Ultimately, accountability is about our acceptance
and behaviour, not about putting things in writing. In this
issue, we introduce examples of how PIN approaches
accountability in its work and how we learn from the
process. Explore our safeguarding standards and
commitment to the Do No Harm Principle. Learn about
the role of accountability in protection mainstreaming.
Discover practical approaches to forming partnerships
and enhancing the participation of local stakeholders,
including children, in our projects in Cambodia, Syria and
Georgia. And find out about the new tools PIN has been
developing to responsibly assess the value of our projects
and securely manage beneficiary information.

Petra Humlova
Senior M&E Advisor
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ACCOUNTABILITY is about our acceptance and behaVIour not about putting things in writing. In this issue, we introduce
examples of how PIN approaches accountability in its work and how we learn from the process. Explore our safeguarding
standards and commitment to the Do No Harm Principle. Lear about the role of accountability in protection mainstreaming.
Discover practical approaches to forming partnerships and e the participation of local stakeholders, including
children, in our projects in Cambodia, Syria and Georgia. And fi t about the new tools PIN has been developing to
responsibly assess the value of our projects and securely m"‘age benef|C|ary information.
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Evolution of the Complaint
Response Mechanism in Ethiopia

People in Need began using a complaints response mechanism (CRM) in
Ethiopia in 2013. As the country programme has grown and developed,
so has the CRM. Hear from our colleagues about how this system has
evolved over time and their tips for developing CRMs in other countries!

-\ Katefina Gabrielova

?' Head of Communication
-~ & Advocacy
Peoplein Need's programmein Ethiopia
was one of the first to use a CRM. What
was it like in the beginning?
PetraVranova, Former CountryDirector
in Ethiopia (PV): We launched the CRM in
Ethiopia more than five years ago. To be
honest, we didn't start properly at all. In
fact, ourapproach mighteasily serveasan
example of‘how nottointroduce a CRM as
partofyour country programme’.We were
all busy with implementing our projects
and just assumed that our frequent visits
to project implementation sites would be
sufficient. So, we simply felt like we were
already keeping well enough in touch with
our beneficiaries. To fulfil the task, we
introduced ‘complaint/suggestion boxes’
inthefield and added the item‘complaints
from the community’ to the agendas of
our regular project meetings. We were
very naive to think that these steps would
be good enough.

We saw that the supplies we had delivered
were made of very poor materials and that
most of them were already broken. We
wondered why we hadn't received a single
complaint about this. Detailed monitoring
of our CRM in the field took place very
soon after that experience. What we
discovered was that the holes in the tops
of our suggestion boxes, where you insert
a message, were in most cases sealed with
paintand unusable. Tomake mattersworse,
the boxes were placed next to our office
doors, which offered no anonymity at all.
Thatexperience showed us notonlythatour

CRM helps to identify problems as soon as possible,
it also shows to our beneficiaries that their views are very
important and that we are responsive.

Petra Vrdnovd, Former Country Director in Ethiopia

How did you find out that your CRM
wasn’t working?

(PV): The first sign that our CRM wasn't
working was when we realised that a few
months after introducing the boxes we
hadn't received any complaints. Not one.
It was hard to believe that we were doing
everything to the complete satisfaction
of everybody involved, and that nobody
had any complaints, or even suggestions.
Not until one day during a monitoring visit
did we discover that a delivery of tools and
equipment to our beneficiary farmers a few
months earlier had been a completefailure.

CRMwasn'tworkingbutthatwealsoneeded
to offer a range of ways for beneficiaries to
complain, at least one of which must offer
complete anonymity. Even if we have very
good cooperation with our stakeholders
in the field, we need to admit that ‘human
error’ may occur and, as a result, complaints
might not reach the decision makers if the
only reporting channel available is face-to-
face with our staff.

How did you manage to improve it?
(PV): We took action immediately.
We established a ‘CRM working group’

PETRA VRANOVA, Former
Country Director in Ethiopia
Photo: PIN Archive

involving people from all areas of our
team, i.e. the M&E officer, the project
manager, the programme manager, field
staff, etc. We held anumber of discussions
with our communities to introduce the
CRM and to make sure that beneficiaries
understood why we are interested in
their input, and that not only is it safe for
them to share feedback with us but that
it's welcomed.

Liaising with them, we agreed on
ways to report their suggestions and
complaints. They started coming in
good numbers and we then used their
input to improve our cooperation with
the communities. We can see that
a functional CRM is very important for
our accountability towards beneficiaries.
Not only does it help to identify problems
as soon as possible, it also shows to our
beneficiaries that their views are very
important and that we are responsive.

You mentioned that there was a whole
teamworkingon this. Butwhich position
would you say is most crucial for the
successful functioning of the CRM?

(PV): Everybody involved needs to be
very committed. But the key position in
this whole process was our CRM officer
who needed to be very understanding,
empathetic, openandresponsible. We had
a number of CRM officers in Ethiopia and
the effectiveness of our CRM dependedon
the proficiency of that officer.



How does it work now?

Veronika Jelinkova, Head of
Programmes in Ethiopia (V]): Over
the years, the country programme has
become stronger and the number of
projects being implemented has grown.
Compared to PIN'sworkin other countries,
our work in Ethiopia today is unique in
that it combines both development and
emergency programming. With this
kind of development, there was also
a need to review our strategies in terms
of how we approach our beneficiaries.
The ‘complaint/suggestion boxes’ of the
early M&E approach were later replaced
by a CRM contact person and a hotline
that beneficiaries could use to share their
comments. Initially, the contact person
was always someone people knew. But
with the rising number of new projectsand
beneficiaries, it simply became unfeasible
for the CRM focal person to travel to all
project locations and stay familiar with
all our beneficiaries. Therefore, it became
clear thatthe system in place was going to
be insufficient. From our experience, we
saw that it was easier for people to share
their feedback with someone they know,
or face-to-face rather than by phone when
they don‘tknow who's going to pick up the
call. So, suddenly, instead of speaking with
the CRM focal person, the complaints and
requests started to be shared with other
people in the organisation with whom
beneficiaries were more familiar.

How did you deal with that situation?
(V)): The whole process has yet
to be finalised and will be subject to
ongoing changes as the situation evolves.
Nonetheless, the first step we took was

VERONIKA JELINKOVA, Head of Programmes in Ethiopia

to familiarise ourselves with all of the
areas we are working in and to identify
where our sectoral programmes overlap.
To do this, we developed a file showing
all intervention kebeles (the smallest
administrative levels atwhich we operate).
We also hired more staff for M&E and
divided up responsibilities for managing
the CRM within each project.

Finally, we established among ourselves
aculture ofjointmonitoring.Jointmonitoring
is an approach that we use for several
purposes. It involves senior staff (the Head
of Programmes, programme managers
and M&E officers) getting together once
a quarter to jointly visit the project areas,
our staff and beneficiaries to better
understandimplementationontheground,
itsachievements and potential weaknesses.
Together, we identify key issues to be
addressed and work as a team on solving
any problems. We meet with beneficiaries
and guide our field staff on communicating
with them. The M&E staffidentify the issues
(including programme-related ones) that

they want to prioritise within the CRM, and
after following up on the findings of joint
monitoring, they organise separate visits
as part of the CRM policy framework. This
approach is also very useful for raising
awareness among senior staff about what
is being done by other projectsin additionto
those they are responsible for.

What are the prospects for the future?

(V])): We don’t want to abandon
the idea of having a CRM hotline in the
future, especially as it offers anonymity.
The phone number will still be functional
and remain linked to M&E officers. The
officers will also divide areas amongst
themselves and focus on particular
projectstoensure thatthey spend enough
time with beneficiaries. Besides this, we're
establishingthe position of a safeguarding
officer who will be responsible for making
sure that our beneficiaries, especially the
most vulnerable, are treated with respect,
guaranteed all rights and are not exposed
to any misconduct.

@ Tips from the Team

in another.

—> There should be commitment among senior management - it
sounds obvious butin order to inspire and build credibility, senior
management needs to be involved. Senior management ensures
that appropriate resources, financial and human, are allocated.

—> Have a dedicated CRM officer - a chosen person needs to drive the
process and make sure that steps are followed through and goals
are met. It doesn't have to be somebody from management, but
a proactive person with enthusiasm, passion and an eye for detail.

—> Beneficiaries, host communities and other stakeholders should
be consulted about how the CRM should function. We can’t
assume that just because a complaint response channel works
in one location for one project means it will automatically work

- Complaints must be acknowledged, reviewed and investigated.

Our tips for introducing a CRM or improving the functionality and effectiveness of an existing CRM:

developments.

—> CRM procedures must be explained to all staff, partners and
stakeholders, with the appropriate training given toteam members.

— Beneficiaries, host communities and other stakeholders must
be informed about how to share suggestions and/or complaints.
Your CRM needs to provide a range of ways that allow people to
lodge complaints, not just one. Also, if you're not receiving any
complaints at all, that should be seen as a red flag.

- Aresponse should be given to the complainant who should then
have the opportunity to appeal the decision.

—> The complaint loop needs to be completed, i.e. information from
complaints should be continuously fed into improving the project.

—> The CRM should be evaluated regularly and adjusted according
tothelessonslearned, contextchanges and programme-related




Accountability: A Key Pillar in
Protection Mainstreaming

Protection Mainstreaming is, according to the Global Protection Cluster (GPC),
the process of “incorporating protection principles and promoting meaningful
access, safety and dignity in humanitarian aid.” The author discusses why

accountability, specifically, is so vital.

A
A

OUR HUMANITARIAN WORK in Eastern Ukraine.

Denisa Bultasova
Emergency Advisor

In situations of conflict or natural
disasters, people in crisis face various

forms of violence, coercion and
exploitation. Current individual and
community protection capacities and
national protection mechanisms are
often perceived as inadequate in light
of the new threats to safety and dignity.
Therefore, it is important to realise that
protection is a collective responsibility
and that everyone must be involved.
This is why Protection Mainstreaming
is fundamental for any humanitarian
project.

This article focuses on the first
pillar: accountability. To illustrate
why accountability is so important,
let's imagine a situation where poor
accountability practices increase
protection risk. Imagine your team is
distributing non-food items, in this case,
blankets. You are giving a standard
package to all displaced families,
including families with small children.
However, elderly people, disabled people

and pregnant women get extra blankets.
During the distribution, a group of
beneficiaries becomes very angry with
your staff about why these people are
getting more blankets. The situation
escalates and your team has to withdraw
halfwaythrough the distribution because
some individuals are threatening
violence. These people dont understand
why some beneficiaries are getting more
blankets than others.

Your team hasn't provided
information about the organisation
of the distribution. Due to this lack of
information, violence has prevented
distribution efforts. Additionally, families
with extra blankets may be subject to
increased pressure from the rest of the
displaced community. In this situation,
the humanitarian workers might have
done more harm than good.

From this situation, it is clear why
accountability is a key pillar in Protection
Mainstreaming. Accountabilityis primarily
about setting up effective information
systemsthat communicateto affected
communities the type of assistance
they will receive.
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How do you do this?

—> Include questions aboutthe preferred
ways of getting and receiving
informationinyour assessmentatthe
beginning of the project.

- Organise informational meetings to
discuss updates about the project,
activities, timeframe, selection
criteria, budget and contact details.

- Consider literacy rates and use
the symbols or visual images, if
appropriate.

- Explain to the affected population
about their rights in emergencies and
that there are clear guidelines and
standards that govern the way aid
workers must behave. Invite locals
to express ideas about the behaviour
they expect from Non-Governmental
Organization staff working in their
communities.

—> Think of new ways of sharing the infor-
mation and seek feedback through
community theatre, voice recorders
and videos.

- Budget the sufficient staff, transpor-
tation and materials to be able to
approach all the vulnerable groups.



PROTECTION MAINSTREAMING

C Providing Setting up appropriate Ensuring
Prioritising '
SAFETY AND DIGNITY MEANINGFUL mechanisms for PARTICIPATION AND
and ACCESS ACCOUNTABILITY EMPOWERMENT;
i i where beneficiaries i
AVOIDING ALL CAUSES tq assstange and services : supporting
OF HARM in proportion to needs, can voice concerns development of self-

without any barriers

CHS4
CHS5
AAP

protection capacities

CHS4* - Humanitarian response is based on communication, participation and feedback
CHS5* - Complaints are welcomed and addressed
IASC - Accountability to affected population (AAP) Guidance

Another reason that accountability
is an important pillar in Protection
Mainstreaming is because it seeks to
incorporate all views from all segments
of the affected population. Affected
populations are never a homogeneous
group. Yet marginalised groups are often
excluded. Besides raising serious concerns
about upholding humanitarian principles,
such exclusion often fuels local tensions
and undermines humanitarian access.
Although reaching particularly vulnerable
groups can be more expensive, spending
time and money on acknowledging the
needs of diverse opinions and trying
to provide targeted aid is increasingly
important to donors.

How do you do this?

—> Conduct participatory needs assess-
ments and make sure you get
information from vulnerable and exclu-
ded groups. Have separate discussions
with commonly marginalised groups,
such as women, the elderly or the
disabled.

—> Sharethefindings of needs assessments
and post-intervention monitoring with
the affected population and explain the
decisionsthathave beenmadeasaresult.

- Encouragepeopletousecommunication
channels to provide you with feedback,
suggestions and updates.

Finally, accountability is an important
pillar in Protection Mainstreaming be-
cause it ensures that feedback and
complaint response mechanisms are
put in place, thus promoting active
participation. Encouraging both negative
and positive feedback and responding
to it promptly demonstrate that affected
populations have the right to hold us
responsible for our actions. Complaint
response mechanisms are now a standard
part of our programmes. However, we
need to do moreto make surethattheyare
accessible to all groups and that comments
are always followed-up.

4

pillars of protection
mainstreaming

How do you do this?

- At the beginning of the project, include
questions in your assessment about
preferred methods of raising complaints
and providing feedback.

- Make surethe feedback and complaints
response mechanism is accessible to all
vulnerable and marginalised groups. For
example, you can mobilise community

*CHS = Core Humanitarian Standard

volunteers to get feedback from people
with limited mobility or literacy levels.

- Combine different communication
channels, ideally a combination of
traditional (oral communication with
acommunity leader) and new (a hotline
via Facebook) channels.

—> Make sure that all vulnerable groups
know aboutthe feedback and complaint
response mechanism and the different
communication channels.

- If you cannot assist personally, refer
people to trusted locals, if possible.

Accountability is a key pillar in
Protection Mainstreaming and needs
to be incorporated into all kinds of
humanitarian work. In addition to the
Global Protection Cluster (GPC), other
humanitarian organisations and policy-
development bodies are realising the
importance of accountability in the NGO
sector. For more information, please see
the nine commitments set forth by the
Core Humanitarian Standard on Quality
and Accountability (CHS) and the work
produced by the Inter-Agency Standing
Committee (IASC). Accountability is
not a vague or moralistic concept: it
is an essential part of planning and
programming projects and, therefore,
as important to giving aid as any other
guiding humanitarian principle.
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Participaty rural community
development in Georgia

In Georgia’'s mountainous Kazbegi district, PIN is putting a large share of the
decision-making responsibility for a 2.1 million EUR project into the hands of
the local community, who are represented by a Local Action Group (LAG).

Simona Varga
l Program Quality Advisor

- Trans region
Community engagementis increasingly
at the heart of People in Need'’s (PIN)
development interventions. In order
for our work to be truly sustainable,
and for PIN to be truly accountable to
the people we aimto serve, we mustsee
the local population as development
partners, rather than “beneficiaries”. In
asunny July afternoon, some 50 people
gathered in Stepantsminda, the largest
village of Kazbegi district in northern
Georgia, to elect new members of the
Local Action Group’s Management
Team, Board and Project Evaluation
Committee (PEC).

The session was open to anyone
interested in observing the process,
whether an LAG member or not. Any-
one wishing to vote or to submit their

name for one of the positions was
welcome to do so, as long as they were
members of the LAG or willing to apply
for membership at the event itself. By
the end of the day, 20 people had been
electedinkey positions; 14 of themwere
women (including the LAG's Executive
Director).

@ Local Action Group

A Local Action Group (LAG) is typically
made up of community members,
private sector representatives and
local authorities. The LAG can apply
for financial assistance in the form
of grants to implement the Local
Development Strategy for its territory.

Kazbegi is one of Georgia's smallest
districts and has a stable population
of only about 3,700 people. More than
half of the district's population live in
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Stepantsminda and its neighbouring
villages, which lie along the winding
Georgian Military Road that leads
north to the only open border crossing
with Russia. Even though Kazbegi
offers breathtaking landscapes and
hiking opportunities, which attract an
increasing number of tourists every
summer, many fail to reap the benefits
of the tourist influx.

Dozens of villages in Kazbegi are
scattered in remote valleys away from
the main road. These villages have
poorinfrastructure and are effectively
cut off from the district centre for half
the year during winter. Whilst many
choose to leave their village during
the winter, others have abandoned
their village altogether in search of
less harsh living conditions elsewhere.
Little investment has been made
in supporting these more remote
villages of Kazbegi.



The LAG, which was formed with
support from People in Need (and
funding from the European Union and
Czech Development Agency) in 2015, is
a partnership of representatives from
civil society, the private sector and
local authorities from Kazbegi, who
are all committed to jointly designing
adevelopment strategy and overseeing
its implementation.

From the very beginning, PIN has
encouraged community members
interested in joining the LAG to create
the structures that make most sense
to them. PIN's role is to facilitate the
process, provide training and educate
members about different models of
participatory rural development in the
EU. The PIN project team is entirely
from Kazbegi, with the exception of the
Project Manager, who is from another

@ LAG’s contribution to Kazbegi (2015-2017):

—> Alocal Development Strategy designed and updated with community input;

—> 39 small local businesses supported;
- 133 new jobs created;

—> 23 community infrastructure projects implemented (e.g. street signs and information
boards, kindergarten playgrounds, sports grounds, etc.).

by the European Union through PIN.
The elections described above took
place according to this Charter, which
states that representatives of the
LAG's different bodies should be elected
every two years.

The funds available - amounting to
almost 800,000 EUR for 2016-2019 - are
allocated to local businesses, commu-
nity initiatives and public projects. The
allocation is based on a transparent
grant process, which is outlined in

How would external people know what'’s really
important for local people? | was interested in participating
in the LAG committee because it allows local people to take the lead.
We decide what should be prioritised.

Georgian town. As such, the team has
adeep understanding of the dynamics of
the area, which makes the LAG feel it has
a tangible connection as well as greater
ownership of the project’s plans. After its
formation, the LAG drafted its Charter
(comprising by-laws which outline the
principlesand procedures underwhichit
operates), designed a local development
strategy, and agreed on the criteria
for distributing funds made available

Artem Tsamalaidze, LAG member

a Grants Manual designed by the LAG
and published well in advance of the
deadline. Applicants are invited to
presenttheir projects ata publicmeeting,
with the final decision made by the PEC.
When applications are submitted by
relatives of one of the PEC members
(which is not unusual considering that
Kazbegi has a small and interconnected
population), that member withdraws
from the process to avoid any conflict of
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interest. Written justification is provided
to all rejected applicants.

PIN oversees the process to
ensure transparency but has no
decision-making power (except to veto
decisions that are not transparent or
justified). Additionally, a Complaints
Response Mechanism is managed by
PIN’s Monitoring and Evaluation Officer
for Georgia, who is nota member of the
project team.

Only one complaint has been
received to date. This was from
a rejected grant applicant who ex-
pressed concern at the composition of
the LAG, but had made no attempt to
join the LAG or participate in elections.
Following an investigation by PIN, the
feedback was discussed with the LAG
leadership, who decided to strengthen
the written justifications provided
to rejected grant applicants and
increase efforts to encourage people to
participate in the LAG.

As part of the LAG's mandate to
contribute to the development of
Kazbegi and to strengthen its position
in the community, the LAG aims to
gather and spread information to the
community about relevant government
and donor programmes, public regu-




lations and standards. This is also part
of the LAG's sustainability strategy to
ensure continuity beyond the end of
PIN's project. One of the ideas the LAG
has for the longer term is to be able to
provide fee-based consultancies for
preparing grant and loan applications
and, in addition, to provide free
information about the programmes
applied for.

Does the Local Action Group
represent the entire community?

LAG membershipis opento anyone
who lives in Kazbegior who is originally
from Kazbegi but has left for study
or work, a decision made in order to
encourage people who have emigrated
to return. The People in Need project
team made extensive efforts at the
beginning of the projectto mobilise the
community and get people interested
in the LAG. Dozens of public meetings
and information sessions were held
in all the villages. The mobilisation
continued over the following three
years, with a further outreach cam-
paign being carried out through the
LAG's Facebook page and website as
well asviainformation boards setupin
each village. Feedback on the content
of the local development strategy was
collected from communities at public
meetings and consultationsin all of the
inhabited communities.

Despite these efforts, a survey
conducted inthe summer of 2017 revea-
led that awareness of the LAG's work
remained lower than expected, espe-
cially in remote areas. A year later, only

“"’G ELECTS new leaders.

about half of the LAG's members
were still actively participating in most
events and activities. With no public
transportation in the district, many
members from remote villages find
it hard to travel to Stepantsminda
for meetings. A recent analysis of the
LAG's composition showed that two
thirds of the Local Action Grooup
members do not have permanent
residence in Kazbegi, despite having
strong ties to the region through their
businesses.

The LAG continues to reach out
to the population, but it has limited
funds for transportation. All LAG
members and leaders are volunteers,
except for a technical manager who
will receive a salary from People in
Need until the end of the project.
Additionally, most members have
jobs or run businesses, which limits
the time they can give.

For sustainable and accountable community engagement...

country to ensure objectivity.

engagement.

Group itself.

—> Recruit most of the project team from the community, but make sure that the entire
community is represented; take care to avoid recruiting only from one group.
— Recruitthe project manager (or senior member of the team) from another part of the

—> Draw on local knowledge and develop local capacities.

- Allow enough time for each phase, asitis a learning process for the community.

—> Facilitate the process, but let the community take the lead.

— ldentify and use various communication channels (public meetings, information
boards, Facebook, etc.) to promote outreach and encourage feedback and

- Maintain an overview of the process in its initial years, oversee its transparency and
inclusiveness, and set up mechanisms that enable PIN to receive feedback directly
in case people feel uncomfortable reaching out to the LAG (or whichever type of
community-based participatory structure is developed).

—> Have an exit strategy for People in Need that is largely designed by the Local Active
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Lessons learned

PIN’s decision to avoid imposing
quotas or other restrictions on LAG
membership has led to the creation of
a cohesive group, driven by very active
and dedicated people. Experience
has taught us that, in order to achieve
full community engagement, more
resources should be invested in
reaching out to people who choose to
remain outside the LAG.

However, considering the fast
pace at which Kazbegi has changed
over the last three years, froman area
with little civic engagement to one
where citizens come together to plan
for long-term development, there are
ample reasons to be hopeful and to
continue working.

This project has been supported by:
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—> Assume you know the community
just because you have been working
there for along time.

- Neglect to build the capacity of PIN
project staff to recognise and address
thevarious dynamics whichexistinthe
community (ethnicity, religion, gender,
disability, etc.); justbecause people hail
from the same community doesn't
mean they can‘thave blind spots.

- Trytospeed up the process artificially,
as the donor funding is short-term.

- Impose a default structure, mecha-
nism or procedure just because it
worked well somewhere else (even in
a neighbouring community).

*
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Protection and Safeguarding:
Everybody’s Concern, Everybody’s Responsibility

Safeguarding adults and children is about reducing or, ideally, preventing the
risk of significant harm from abuse and exploitation, while simultaneously
helping people take control of their own lives by making informed choices.

Lenka Levin
Head of RDD
Complience Unit
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L Mawaheb Makki
= Grant Development
' Manager for UK

Safeguarding involves taking appro-
priate measures to prevent, eliminate
and respond to all forms of harm. Such
measures are designed to protect
people’'s health, dignity, wellbeing
and rights so that they can live free
from harm, abuse and neglect. For

organisations working in development
and humanitarian fields, we have
a safeguarding responsibility to
ensure that all aspects of our work and
interventions, at every level, follow the
Do No Harm Principle. We must have
a system that prevents and responds
to harm, and prioritises safeguarding
across all our projects - from design to
implementation and evaluation.

Why is Safeguarding essential?
Systematising safeguarding is

essential in order to build trust and

maintain a safe environment for all
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persons involved in projects and
programmes - from staff and partners
to beneficiaries and local communities.
Creating and maintaining a safe
environment has a significant impact
on improving the quality of our work
and the chances of sustainability.
When working in the aid sector, the
aim is always to make things better, not
worse. The safety and wellbeing of
the vulnerable children and adults
that we come into contact with is of
the utmost importance: the Do No
Harm Principle must guide everything
we do.



Working with vulnerable groups
can be rewarding, but it comes with
many responsibilities. Missing warning
signs can have serious consequences
and leave vulnerable individuals open
to abuse, neglect and exploitation.
By systematising and prioritising
safeguarding we aim to protect each
individual’s dignity, while delivering
our development and humanitarian
interventions and making sure warning
signs are not missed.

Safeguarding at PIN

PIN is committed to preventing,
reporting and investigating any
misconduct, allegation or concernraised.
We strive to ensure that all PIN staff,
consultants, volunteers and associates
know and comply with PIN’s Code
of Conduct (CoC), which outlines
our obligations toward respecting
the welfare and rights of people, and
preventing sexual exploitation and
abuse, fraud and corruption as well as
all other abuses of power. PIN's staff are
ambassadors for the organisation and
are required to maintain the highest
ethical standards at all times.

Some of the key policies of

PIN’s Safeguarding framework are:

— PIN'’s Code of Conduct

—> Policy on Ethical Conduct

- Anticorruption Policy

- Conflict of Interest Policy

- Child Protection Policy

- Safety and Security Policy

—> Complaints Response Mechanism
Policy

—> Whistleblowing Policy

- Protectionfrom Sexual Exploitation
and Abuse Policy (PSEA)

A list of PIN's key policies can be
found here: https://www.clovekvtisni.

cz/policies

How does PIN deliver
Safeguarding?

PIN is a member of the Core
Humanitarian Standard (CHS) Alliance,
a signatory of different UN (UN Global
Compact) and donor instruments and
commitments, and an active member
of different NGO networks, including
Alliance 2015, VOICE and BOND. PIN
actively contributesto the debate on how
to strengthen safeguarding measures
to ensure that our beneficiaries and all

abuse or violence
towards children

exchange of money, goods,
services or special treatment
for sexual activities

involvement in any illegal
or criminal activities

corruption, fraud
or embezzelment

use of working position
to achieve personal

profit or benefit

humiliating, degrading
or exploitative behaviour

sexual explotation
or abuse

use of drugs or alcohol
during your duty

physical violence or use of
inappropriate, violent or offensive
language in oral or written form

Your voice matters:

SPEAK OUT!

If you see or experience
inappropriate actions

COMPLIENCE MESSAGES POSTER

those connected to assistance delivered
by PIN feel safe and protected.

Staff commitment: all staff are
committed to our policies and the CoC,
which are a part of all employment
contracts. Staffmustsignto confirmtheir
understanding and responsibility, and
also complete compulsory e-learning
and face-to-face induction trainings
on these policies. Other stakeholders
- including partners, suppliers in direct
contact with beneficiaries, and other
PIN associates to the extent relevant
- must confirm that they adhere to
PIN’s Code of Conduct and other key
policies. PIN’s key policies also apply
outside of office hours.
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Why should i report?

Reporting wrong doing will contribute to the prevention of

such behavior, protection of rights of PIN staff and to maintain

a dignified working environment free of any potential harassment,
abuse and exploitation. All PIN staff have the duty to report and
all PIN management is responsible and accountable to investigate.

How to report?

At first report to your national hotline:

When
—> For fraud report to fraud@peopleinneed.cz

dard ch I Y

are not

—> For protection from sexual exploitation and abuse (PSEA)

report to psea@peopleinneed.cz

—> For any other concerns report to report@peopleinneed.cz

Photo: PIN Archive

Beneficiary engagement: Consi-
dering that beneficiary safety is at the
heart of Peoplein Need'swork, People
in Need’s safeguarding approach
uses appropriate participatory
methods to ensure the engagement of
beneficiaries and local communities.
This not only ensures that their voices
are heard and that their views are
presented, butitalso means that risks
can be identified from the outset of
the project. All the beneficiaries must
know what kind of services they can
expect from the organization People
in Need, and be afforded the right and
responsibility to report any concerns
and abuse through the reporting
channels.


https://www.clovekvtisni.cz/policies 
https://www.clovekvtisni.cz/policies 

Safe recruitment: Staff members
working with children are required to
sign a declaration that they have never
been charged with child exploitation
offences. They are also vetted and
references are required.

Various Reporting Channels:
Whistleblowing Policy: Staff
and stakeholders can report any
cases of abuse or concern to report@
peopleinneed.cz, fraud@peopleinneed.

cz and PSEA@peopleinneed.cz

Complaint Response Mechanism
(CRM): CRM reporting channels are
developed in a participatory manner
to ensure beneficiaries trust the
communication channel and feel
comfortable reporting sensitive issues.
Each of PIN’s Country Programmes
therefore has its own CRM. The CRM
helps programmes to adapt in order to
best meet the needs of beneficiaries
and their community.

Handling highly confidential and
sensitive cases: In cases of abuse, an
investigation is conducted, after which
the staff responsible consider whether
immediate action (such as a dismissal
and/or referral to the appropriate
authorities) is required. People in Need
has designated safeguarding officers,
but Country Directors are ultimately
accountable for the supervision of
safeguarding and investigations.

Standard Operating Procedures
on support for survivors and alleged
perpetrators:Insafeguarding and child

@ Principles of Safeguarding

possible information.

as with all our activities.

Partnership: People, professions, groups and communities working together to cover all
angles with regard to preventing, detecting and reporting neglect and abuse.

Empowerment: Supporting people to make their own decisions based on the best

Prevention: Taking action before harm occurs.
Protection: Remembering that those in greatest need require more support.

Proportionality: Avoiding being overly protective in cases of low risk, thereby
disadvantaging people and limiting their empowerment.

Accountability: Making sure we are accountable for every safeguarding action we take,

protection cases, PIN strives to support
survivors aswell as alleged perpetrators.
The “presumption of innocence”
principle must be followed, while
maintaining the highest standards of
impartial, transparent and professional
investigation procedures and ensuring
the protection of survivors as well as
witnesses.

PIN is constantly seeking ways
of improving tools to reinforce an
organisational culture that promotes
the safeguarding and protection of
all people involved in our activities.
Such tools include: new safeguarding
e-learning, external experttrainings,and
rolling out visibility materials, refresher
trainings as well as instruments such as
Local Organisational Assessment Forms
and mission check-lists.

Important safeguarding steps we

are proud of:

- PIN’s Safeguarding Task Force was
established, offering collective

@ Examples of forms of abuse

necessary measures to prevent harm.

unreasonable criticism.

shaming and humiliation.

by physical or non-physical contact.

needs.

Abuse: is any maltreatment of a person that causes harm, including the failure to take the

Physical abuse: may involve hitting, shaking, throwing, poisoning, burning or scalding,
drowning, suffocating or any other type of physical harm inflicted on a person.

Verbal abuse: involves an abuser using words and body language with the intent
of hurting another person. This may take the form of put-downs, name-calling or

Emotional abuse: also referred to as psychological abuse, is a form of abuse involving
behaviour designed to hurt another person mentally. It may include yelling, threats,

Sexual abuse: involves forcing or coercing a person to take partin sexual activities either

Neglect:involvesthe persistentfailure to meetaperson’s basic physical and/or emotional
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expertiseintheareasof HR, compliance
and law

—> People in Need succeeded in safe-
guarding due-diligence proceduresand
audits of various donors

—> People in Need convened conferences
with partners and is an active member
of Alliance 2015, BOND, VOICE and other
platforms that discuss safeguarding
topics

- In 2018, we adopted a new PSEA
Policy with Investigation Guidelines,
and reviewed almost all of People
in Need’'s key policies to ensure
safeguarding is sufficiently integrated

- In 2018, Risk Registers were updated
and assessed with regard to safe-
guarding

= In 2018, we trained hundreds of
staff through in-house trainings
and launched safeguarding-related
e-learning sessions

—> We prepared a safeguarding training
plan for the upcoming year (including
refreshers)

—> Weappointed designated safeguarding
officers on the level of the Board of
Trustees, HQ aswellasselected Country
Programmes

- Safeguarding is a standing item at
management and other regular
meetings

- The safeguarding budget is being
increased significantly

—> 90% of our responses and actions have
satisfied the victims/survivors

—> The majority of trained staff have
demonstrated that training has helped
them understand the principles that
need to be upheld when dealing with
vulnerable groups

-> We trained an internal pool of
investigators in accordance with the
CHS Investigation Training Curriculum
and with the help of external experts


http://report@peopleinneed.cz
http://report@peopleinneed.cz
http://fraud@peopleinneed.cz
http://fraud@peopleinneed.cz
http://PSEA@peopleinneed.cz
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Feedback in the Cloud:

The Beneficiary Management System

James Happell
ﬁ Global Innovations
Advisor
People in Need has been working closely
with the software development team
Relief Applications to develop Beneficiary
Management System (BMS) software.
Hosted on a cloud-based platform, the
BMS software will improve beneficiary
records and provide additional tools for
delivering aid to impacted people.

A Welcome Improvement

In humanitarian relief scenarios,
ensuring the availability and security
of personal and financial data is crucial
for facilitating the transparent and
accountable delivery of aid. In conflict
situations, where security is an obstacle,
it is a continual challenge for affected
populations to access relief services
quickly andfairly. PIN, like allhumanitarian
organisations, experiences challenges
in assisting populations that are on the
move orin conflictzones. Itis often difficult
to ensure that data remains consistent
and that monetary activity is transparent
across borders and across aid delivery
projects.

Our platform will address large-scale
humanitarian crises, such as the ongoing
Syrian conflict, but will also be applicable
to any emergency response, including

responses to natural disasters and other
forms of recovery-based programming.
PIN has traditionally depended on
simplified methods of data collection,
such as Microsoft Excel, for processing
beneficiary and project information. The
BMS will provide an intuitive, web-based
platform for managing humanitarian
and development projects, including the
complex distribution protocol required
by agencies to transfer money and goods
in humanitarian relief scenarios. The
software is being presented as a proof of
conceptforemergency reliefin Cambodia,
with plans to implement it as part of
People in Need's Syria mission before the

3 647 446

last year
beneficiaries

end of the year. Future plans to adapt the
system for development programming
are also anticipated to occur in 2019. The
system will allow PIN to ensure target
populations receive aid regardless of their
physical location.

The BMS will provide a more open,
secure, functional and easy-to-use
method of aid delivery, while promoting
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transparency and reducing fraud and
data theft. The system can collect, store
and validate identifyinginformation about
the most vulnerable and hard-to-reach
populations. Itthenregistersthedatainthe
form of a secure online record, encrypted
and obscured in an online database.
The platform has an inbuilt process for
analysing and monitoring user activity. In
addition, it can search for and highlight
possible duplicates and inconsistencies,
discovering areas of missing data. This
will ensure that distributions are carried
out reliably. All transactions within the
system, whether monetary or otherwise,
will be tracked and an audit trail stored
permanently.

Protecting Sensitive Information
PIN plans to expand the functionality
of the system to include a more
comprehensive set of distribution
modalities and aid support types. The
system will soon include a secure
biometric identification process for
beneficiary identification and the
improved efficiency of distributions,
a progressive web application to ensure
offline support (including support for
voucher programming), connectivity to
established open source SMS and IVR
platforms for beneficiary communication,
andfeedbackand 2-Factor Authentication
for increased user security. All of these
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added features will enable PIN to assist
populations more efficiently.

Data security and privacy are at
the core of the platform’s design. The
added protection should hinder the
attempts of nefarious state and non-
state actors to obtain data about
vulnerable beneficiaries. Legally, EU
GDPR Legislation and other best-practice
security procedures demand the strictest
possible measures on data privacy and
storage. The internal procedures of the
system we have designed ensure that
access to raw data is only available to
approved administrators. The personal
data and biometric information of our
beneficiaries will be stored in separate

@ In conclusion, the BMS will:
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databases, further restricting access to
personally identifiable information. Only
the beneficiaries themselves will have
access to their aid services.

Overall, the BMS platform will reduce
the time required to deliver aid, improve
data integrity, stop the use of insecure
localised storage of beneficiary data, and
reduce the number of beneficiaries who

“drop out” of the system. The data will be
stored in an online, secure environment,
accessible only by registered users. This
will increase the ability of PIN to assist
beneficiaries, wherever they may be.
The database will allow us to monitor
the delivery and effectiveness of our
programmes over time and automate

oo

Summary

TOTAL BENEFICIARIES

3461

ACTIVE PROJECTS

3

ENROLLED BENEFICIARIES

1369

TOTAL VALUE TRANSACTIONS

0
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previously manual processes. This will
greatly reduce the prevalence of financial
inconsistencies in aid distribution
and allow PIN to reduce irregularities,
duplications and inefficiencies in paper-
based and informal aid-monitoring
systems. Overall, the Beneficiary
Management System (BMS) software
will bring about much-needed
improvements, and ultimately, advance
the way PIN delivers aid.

This project has been supported by:

Humanitarian Aid
and Civil Protection

— Provide an encrypted, cloud database, featuring demographic
data and vulnerability criteria capable of supporting up to 500,000
beneficiaries;

- Upgrade the efficiency of cash distributions and other modalities,
either by using direct connections to financial services or in
combination with established informal cash and good delivery
methods; provide full audit trails and financial accounting
mechanisms and reduce the need for physical cash;

- Incorporate a voucher-based system in cases where mobile
banking services are unavailable, and integrate vendors into the
distribution process;

- Overcome barriers to providing full identification of users at
points of distribution and during ongoing support by including
secure biometric registration and authentication;

- Improve communication with aid recipients and access to feedback,
regardless of geographic location, via IVR and SMS integration.

—> Decrease the risk of aid diversion, especially in remote
management settings;

—> Reduce the risk of fraud and other types of aid inconsistencies by
providing a full audit trail and user management profile;

- Increase the ratio of beneficiaries that receive aid with biometric
registration and the total number of registered users in the
system;

@ The planned upgrade to the BMS will achieve the following outcomes:

—> Reducethe number of separate beneficiary and projectdatabases;

- Improvetheregistration of beneficiaries, including the centralisation
of data across programmes, distributions and countries;

—> Reduce the number of days it takes for aid, specifically food, cash
and other goods, to reach target populations;

—> Reduce the number of days from displacement and identification
to aid provision.
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People in Need: Participatory
Monitoring in Cambodia

PIN's involvement of veterinary service providers in participatory monitoring has
helped vets build sustainable and accountable relationships with farmers and gain
better control of the information they need for effective business collaboration.

Bunnara Chourn
Project Manager-Livestock
Sector - Cambodia

82

In Cambodia, 80% of the population
live in rural areas, with most depending
on agriculture and natural resources
for their livelihoods. Livestock plays
a crucial role in supporting livelihoods
and providing income and nutrition for
ruralhouseholds. However, productivity
and incomes are low among rural
smallholder farmers due to limited
access to veterinary services as well as
advice on effective livestock-rearing
practices.Asaresult, thereare highlevels
of animal mortality, especially among
poultry, which is the most important
type of livestock for poor farmers.

Julian Brewster
Advisor for Market System
Development

Since 2013, People in Need and its
partners have been working to improve
the access of poor farmers to affordable
andgood quality veterinary services. This
involvesimproving the supply of services
provided by village-based veterinarians
and increasing the demand for these

50 000

livestock farmers involved

services among smallholder livestock
farmers, their main clients. Such services
include vaccinations, disease treatments,
as well as advice and training on how to
effectively raise and sell livestock.

The participatory monitoring
approach was first piloted by PIN in 2015
as a way to improve the monitoring and
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coaching of supported livestock farmers,
and assesswhether the supportfarmers
were receiving was having a positive
impactontheirlivestock productionand
livelihoods.

Prior to this approach, only project
staff had been involved in monitoring.
After the initial pilot, however, the
approach was scaled up to 183 vets
across 8 provinces under PIN's CAM-4-
SCALE project, which aims to improve
the livelihoods of more than 50,000
smallholder livestock farmers. By
strengthening links and relationships
betweenvetsand farmers, the approach
has also proved important in improving
the sustainability and impacts of the
project.

What is participatory monitoring?
Participatory Monitoring (PM) is the

process of including local stakeholders

in the collection, use and sharing of



projectdataand resultsin order to assist
project participants in decision-making
and learning.

Participatory approach in practice

The key participants involved in the
participatory monitoring approach of
the CAM-4-SCALE project are village
vets and smallholder livestock farmers.
To introduce participatory monitoring
and its benefits to village vets, a two-
day workshop was organised. During
this workshop, the vets were asked
about the types of information they
were interested in obtaining from
farmersin order to help them build their
businesses and improve veterinary
services.

This information was then used to
help develop questionnaires for the
purpose of collecting data from farmers.
Ensuring the participation of the vets in
defining these data needs was a very
important step toward gaining their
buy-in, as opposed to dictating to them
the type of data the project needed. As
part of the training, the vets piloted the
questionnaire in the field by collecting
datafrom asample of the farmer group
members. Improvements were then
made to the questionnaire, while vets
were given the opportunity to jointly
discuss their feedback. As a result of
the training, the vets gained a better
understanding of the benefits of being
involved in the monitoring process,
while availing of opportunities to
improve business collaboration.

is f,eégng her {;hicken.
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Traditional Monitoring

Who Project staff

Participatory Monitoring

Stakeholders and beneficiaries

What Information for predetermined
indicators to measure outputs,
outcomesandimpacts ofthe project

Information relevant for the project as
well as for stakeholders identified by the
beneficiaries and stakeholders together

Why To track progress against project
indicators and to adapt the
implementation if the project
does not progress as expected

To make the project accountable
to the funding agency

To facilitate access to information
required by the stakeholders

To empower stakeholders to participate
in decision-making, learning and taking
corrective action.

To support stakeholders’ ownership
of action, improve the accountability
of stakeholders and enhance the
sustainability of project results.

Field data collection

The questionnaire designed during
the workshop was then used by village
vets to collect data from farmers during
household coaching visits. Data were
collected via householdvisits, interviews
with farmers and direct observation
of their animals and enclosures. Vets
grade farmers’ progress using a simple
technical checklistand provide feedback
to the farmers on their progress,
including advice on how farmers can
improve their practices. Vets then
prepare a summary report on these
visits using a simple template developed
by the project. Vets receive a monthly
facilitation fee to cover fuel costs for
visiting farmer group members and
collecting data.

Information management,
sharing and learning

Data from the questionnaires and
summary reports are entered directly
into Kobo, a free open-source software
toolfor collectingand managing data. The
information from the summary report
is then entered into an Excel database
managed by People in Need's project
and M&E teams. The implications
of the data for project activities are
then presented and discussed during
monthly project team meetings with
partners. For example, if the data were
to reveal a very low adoption of technical
practices in one area, the project team
would need to discuss this with a view to
possibly providing farmers with refresher
trainings in that area.




VILAGE VET provide adivse to his client. Kompong Chnang province.

Asaway of sharinga summary of the
data with the vets, monthly meetings
are also organised at the community
level with all participating vets. Vets and
the project team jointly reflect on the
data and their implications for business
development activities and the project
itself. These joint reflections provide the
vets with ideas about how to improve
the support they give to farmer group
members. For example, they might see
that farmers require additional support
with regard to howto uselocal resources
and plants to make chicken feed.

Lessons learned
The data collected by the vets using
the PM system have been useful for the

project team as a management tool

for tracking progress and informing

an adaptive management approach.

In addition, the regular interactions

between farmers and vets that this

approach has nurtured have also been
very helpful both for vets in developing
their businesses and for farmers in
terms of building trust and confidence
in using veterinary services.

This is a key objective in the pro-
ject'simpact logic.

- The PM approach required a lot of
external coordination support (e.g.
organising meetings and trainings,
subsidising travel costs), something
the vets would not have been able
to do independently. Despite the

@ The benefits of participatory monitoring under the CAM-4-SCALE project

Project team benefits: the project team are able to closely monitor farmers’ progress,
oversee alarger number of beneficiaries with more limited resources, validate findings
from traditional project monitoring by comparing them to results of participatory
monitoring, obtain timely information about animal disease outbreaks, plan quick
responses and introduce new prevention measures.

Vet benefits: the data that vets obtain from monitoring (e.g. number of animals and
their health status) allow them to arrange schedules for vaccinations and coordinate
collective sales for farmers. The close relationships between vets and farmers
developed during the monitoring also help vets to increase their number of clients.

Farmer benefits: Farmers receive technical advice based on their specific needs;
regular communication with the vets makes them more confident and motivated to
raise technical questions, to discuss any challenges they might be facing and to suggest
possible solutions directly to the vets.
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efforts made, vets still view data
collection as a project activity rather
than as part of their own business.
Some possible solutions for ensuring
the sustainability of this activity
are to identify a suitable actor (e.g.
a government agency responsible
for the livestock sector in the case of
CAM-4-SCALE) that would assume
control of the project.

- It is important that all stakeholders
understand the objectives of PM,
the benefits it can bring and the
process entailed, especially since it
can be perceived as time-consuming.
Crucially, this includes involving
community monitorsin defining what
data should be monitored. It is also
very important that the information
collected - as with any monitoring
data - is regularly reflected and
acted upon as part of an adaptive
management approach.

- Intensive initial capacity-building is
required, with continuous support
provided to community monitors.
To that end, strengthening networks
between community monitors in
a way that supports peer-to-peer
learning has proved to be useful.

This project has been supported by:

@ CZECH REPUBLIC
DEVELOPMENT COOPERATION
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Whose opinion matters most?
Beneficiary Feedback Mechanisms in Syria

PIN Syria has created a Strategy for Accountability to Affected Populations.
The idea is to give local communities we work with the power to contribute to
the design, implementation, monitoring and evaluation of our interventions.

Ibrahim Alephara
Project manager
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After seven years of war in Syria, the
security situation across the country
continues to evolve dynamically while
the need for humanitarian aidis as acute
as ever. 12.2 million people have been
forced to leave their homes since the war
broke out in 2011. Across Syria today, it
is estimated that 13.1 million people are
in need of some form of assistance, with
69% living below the poverty line.

People in Need works in over 200
locations across Northern Syria. We
aim to respond to the needs of the
most vulnerable families, especially
those who have been displaced, by
providing multi-sectoral assistance in
the form of: food aid; support for water,
sanitation and hygiene infrastructures
and services; agricultural support for
farmers; employment and training
opportunities; and improved access to
quality education.

Justin Lyle
M&E Advisor for
Emeregencies

Working in so many locations and
across various sectors, it became
necessary to find an efficient way of
informing, and consulting with, local
communities about our projects. “The
better we understand people’s priorities,
experiences and preferences, the more
useful our projects will be,” says Ibrahim
Alephara, PIN's project manager.

To ensure that we can respond as
effectively as possible to the needs
of the people and communities
affected, People in Need has designed

(i) child-Friendly Space (CFS)

CFS is a safe place set up in a disaster-
affected community to address the
psychosocial and protection needs of
children. These spaces help children
return to a normal routine by offering
activities, games and informal education.

a comprehensive plan in order to
integrate community consultations
into each stage of the project cycle. We
carefully consider meeting formats and
design specificcommunication materials
for each stage. The communication
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materials include posters and leaflets
with visual information about the
intervention, itstiming and geographical
coverage, information about the
beneficiary selection criteria and
details of the complaints and response
mechanism.

During the initial needs assessment
stage, local community members are
invited to participate in open-format
focus group discussions to tell us about
the main problems they face, the skills
and resources they have, and the kind
of assistance they need most to support
theirrecovery efforts. These focus group
discussions directly influence the design
of the project. Once donor funding is
confirmed, the programme team sets
toworkonlaunchingthe project. During
this stage, another round of community
meetingsis held to present details of the
planned intervention, the beneficiary
selection criteria and the complaints
and response mechanisms. This is done
in order to receive additional feedback
and suggestions for implementing the
project.

Throughout the implementation
of the project right up until the
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very end, community consultation
meetings are held, including focus
group discussions and beneficiary
feedback meetings. They give PIN the
chance to share information about
the project’s achievements from its
perspective and beneficiaries an
opportunity to tell us what worked
and what did not in terms of our
implementation. This information
is used to improve the design and
implementation of the ongoing project
or the nextintervention.
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Beneficiary Feedback Informs the
Design of Child-Friendly Spaces
More than half of the 8.35 million
children living in Syria are in need of
humanitarian assistance. After seven
years of war, Syria is now the most
dangerous country to be a child. Not only
are children exposedto death, destruction
and displacementbutthey have also been
deniedtheir childhood. Millions of children
are out of school or have no school to go
to, with many needing to work to support
their families, putting them at great risk
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of exploitation. Beyond the day-to-day
hardships of life in a conflict zone, children
have to live with the trauma the war
has brought, and most have lost family
members or loved ones.

.My grandfather told me my father
left while our house was being bombed
but that he would come back,” says little
Omer. “But it's been a long time and he
still hasn't returned,” he adds. ,My father
alsoleftonalongtrip,”says Omer'sfriend
Ali, “but he needs to come back - he has
to bring me a new leg because | lost mine
inthe bombing.”

The children we work with in Syria
lack any sense of normalcy. For those
under the age of seven, they know
nothing other than a life of war. PIN runs
Child-Friendly Spaces in Northern Syria
so that conflict-affected children have
aplacewheretheycan play, socialise and
forget, if only temporarily, the upheaval
and trauma the conflict has broughtinto
their lives. As part of a pilot activity,
PIN provided support to Child-Friendly
Spaces in camps in Northern Syria for
the benefit of children, parents, the
space facilitators and the community in
general. Before establishing the spaces,
PIN conducted twelve focus group
discussions, six in each camp, in order
to hear the opinions and ideas of all the
different target groups. The objectives
of the discussions were to work out:
who should organise logistics and how
it should be done; whatkind of activities
would be most relevant for particular
target groups; and how to ensure the
widest possible participation.

Lessons learned
Discussions were held with the camp

management, mothers and fathers,
teenage boys and girls, and lastly, with
boys and girls between the ages of
five and seven. We gained valuable
information from all groups. The camp
management and parents, for example,
recommended that we:

- Include some psychological moni-
toring of the children in our activi-
ties

- Help children with special needs to
participate by providing wheelchairs

—> Increase the number of CFS shifts
provided during a previous project

-> Incorporate protection and awareness-
raising sessions for parents

- Provide educational activities to
complementthe recreational sessions
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- Hold first aid training for children,
parents and facilitators
- Invite parents to see their child-
ren’s achievements
- Organise separate groups for boys
and girls over 10 years old
When finalising the implementation
plan, we took all of these recommen-
dations into consideration. For example,
we designed specificactivities for children
with special needs, and every month we
invited parents to attend activities with
their children. We also expanded the
spaces from four tents to eight tents and
increased the number of weekly sessions
from twice a month (the frequency at

existing centres prior to People in Need

support) to three times a week.The most

important discussions were with the

children themselves.
They asked us to:

— Mix educational with recreational
activities

— Decorate the walls of the tents with
cartoon characters

- Teach them how to make toys from
recycled materials

— Distribute clothes for the children
at Eid

— Put on a drama show and exhibitions
of their work, and invite their parents
to attend

Photo: Daminika Rypa

—> Makethe shiftslongerthan 90 minutes
—> Setup a playground for football

Based on the children’s suggestions,
we held weekly drama shows and
monthly exhibitions of their drawings,
which their parents were invited to
attend. Over the course of our monthly
exhibitions, we noticed significant
changes in the children’s drawings. In the
first exhibition, all of the drawings were
about war and included images of guns,
tanks and fire. By the second exhibition,
the tone of the drawings had begun to
change and had become more positive.
And by the third exhibition, we could see
flowers, colours and smiles.

Dos and Don'ts for Designing and Implementing Beneficiary Feedback Mechanisms

—> Keepinmind thataformal Complaint Response Mechanism

- Use the feedback mechanism solely as a one-way process

9
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(CRM) is only one of the many ways we can obtain feedback.
Plan, budget for and use the BFM at various stages of the
project - feedback on project design (activities, targeting
strategy, planned design of the CRM), feedback during
implementation (what works well and issues, effectiveness
of the CRM) and feedback at project closure (what worked
well and should be replicated, feedback on achievements as
perceived by beneficiaries)

Consider various beneficiary/stakeholder groups and
use mechanisms and materials that are both contextually
appropriate and preferred by beneficiaries.

Record, analyse, follow up and respond

Invite beneficiaries to provide feedback and inform them
about how the feedback will be used.

of communication. Instead, use it as a way to build
trust within the organisation by introducing PIN values,
commitment goals, implementation teams, projects
and planned activities while keeping beneficiaries informed
about project developments, achievements and findings.
Forget to allocate adequate resources or to develop the
appropriate capacity for feedback set-up and management.
Underestimate the importance of clearly establishing
management of the feedback mechanism within the
organisation. Plan ways of involving both project and M&E
teams.
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Value for Money & the Four‘E’s

Economy, Efficiency, Effectiveness and Equity

; Karel Vrana
& 3 Advisor for Research
Ay and Data Analysis

What is Value for Money?

Value for money (VfM) can be defined
as the best use of resources to deliver
the desired impact'. Yet, although the
definition appears straightforward,
its practical application differs among
actors in the development sector. Value
formoneyisafrequently misunderstood
term, largely due to its association with
complex econometric calculations and
tools. While these can be useful in some
contexts, atthe heart of value for money
isa much simpleridea.

The idea is that when designing and
implementing anintervention, the costs
and benefits of different options should
be compared, so that a defensible case
can be made for (1) why the chosen
approach provides the best use of
resources and (2) why it delivers the
most value to poor and marginalised
people?.

From this perspective, value for
money is much less about specific
econometric methods or calculations
and more a way of thinking about
and approaching programme design,
implementation and evaluation.
Since more and more donors have
started to require that VfM analysis
be implemented, NGOs and other
implementers now need to find
methods and approaches that allow
them to manage performance and
articulate their contribution to change
in a more robust way.

The 4E Framework

The UK's Department for International
Development (DFID) launched its value-
for-money agenda in 2011, when it
published DFID’'s Approach to Value for
Money? and the DFID Business Plan for
2011-2015% DFID's approach is based
on the 3Es framework (also used by the
National Audit Office), which considers
economy, efficiency and effectiveness.
However, DFID also recognises a“fourth

E": the equity dimension. By adding
the “fourth E”, the message is clear:
development is only of value if it is also
fair.

PIN’s VM Tools
Although measuringvalue for money

is high on the agenda for international

development actors, we found that the
practical guidance available was limited.

As a result, PIN sought to develop two

practical tools to help development

actors answer the following two
questions:

—> What is the cost of reaching each
output and outcome of our project
and are these costs justifiable?

—> Are the correct systems and
processesin place to ensure value for
money?

The answer to question 1 can be
found in PIN’s Step-by-Step Guide
that takes you through the whole
process. The VfM Step-by-Step Guide
leads the user through the calculations
for:

" https://www.oecd.org/dac/evaluation/dcdndep/49564530.pdf

2 https://www.bond.org.uk/data/files/Value_for_money_-_what_it_means_for NGOs_Jjan_2012.pdf
? https://assets.publishing.service.gov.uk/government/uploads/system/uploads/attachment_data/file/49551/DFID-approach-value-money.pdf
4 https://www.gov.uk/government/publications/dfid-business-plan-2011-2015
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- Evaluating Economy by reviewing
the unit costs, identifying the key
costdrivers and describing the
systems in place for maximising
economy.

- Developing and analysing quanti-
tative VfM indicators of Efficiency.
For example, 1 teacher trained in
Active Learning Methods will cost 40
EUR, representing 85 % efficiency.

- Developing and analysing quanti-
tative VfMindicators of Effectiveness.
For example, 1 student achieving
a 10 % improvement in attainment
will cost 85 EUR, representing 90 %
effectiveness.

- Considering Equity throughout.

The guide can be used (a) during
the planning/proposal stage, (b) during
the evaluation stage (mid-term or
endline) or (c) anytime during or after
a project. If the guide is used during
the planning/proposal stage, a logical
framework and a budget are needed. If
the project’s VfM needs to be accessed
during or after a project, a document of
actual spending is required.

The second tool referring to the
second question, the VfM Systems
Matrix, can be used during the
proposal stage as a checklist of
items to be considered during identi-
fication and planning. It can also be
used during project implementation as
a self-assessment tool or by a project
evaluator. It requires a review of the
projectdocuments, internal procedures
and discussions with programme and
support staff. The Matrix can be used

@ The Leave No Girl Behind project

ThelLeave NoGirlBehindprojectgivesgirls
in rural areas of Ethiopia the opportunity
to start or re-start their education. As
part of the project, we provide literacy
and numeracy courses to girls who
have never gone to school or who have
dropped out, encouraging them to enrol
and successfully complete school grades
or other educational courses, such as
Technical and Vocational Education and
Training. Throughout the project, we also
focus on developing life skills on topics
such as hygiene and sanitation, rights,
family planning, nutrition awareness and
business. From there, we then assist the
girls in transitioning to higher education
and finding employment.

PIN uses the 4Es to evaluate and demonstrate the true value of our

(equity).

projects, and to ensure they are evidence-based (effective) and
provide the most sustainable solutions for the most vulnerable

Economy: refers to the costs of the inputs needed for the project, e.g. unit costs of staff,
materials and equipment. Note that this includes both support costs and direct costs to project
participants. We want the minimum cost for the inputs of the required quality.

Efficiency: refersto the cost of achieving each unitindicator atthe outputlevel, i.e. what output
you get for the input you putin. We want to maximise the output for a given input.

Effectiveness:referstowhetherthe project’s outputs will translate into the project’'s outcomes
and at what cost. A project’s Theory of Change must be evidence-based.

Equity: refers to whether the projectis addressing social or economic disparity. A cross-cutting

principle to consider throughout the VfM analysis

jointly with the Step-by-Step Guide to
ensure a comprehensive VfM analysis
is carried out.

VfM at PIN

All resources developed by People
in Need are available online at: www.
valueformoney.guide. For PIN, 2017 was
a year dedicated to the VfM approach
and the development of related
tools, while 2018 has been a year for
testing the tools and adjusting them to
PIN’s needs. The intention is to develop
universal tools that can be used and
adapted by any organisation. PIN has
started conducting VfM analysis for
selected projects and has been applying
the results to project-preparation and
implementation phases. One of these
is the DFID-funded, Leave No Girl
Behind (LNGB) project, which focuses
on improving learning outcomes of
marginalised girls in Ethiopia.

VfM analysis was conducted
during the proposal stage when the
project’s budget was in the process of
being finalised and approved by the
donor. However, the proposal had
already been submitted. At this stage,
the VfM analysis produced three key
findings. Firstly, it revealed weak spots
in the proposed budget, which led to
it being adjusted before submission.
Secondly, the analysis identified a key
cost for each output, which helped
broaden the discussion as to how
each should be monitored. Finally,
the analysis identified evidence for
the potential of the planned outputs/
results to achieve their intended
outcomes. In order to fully exploit the
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VfM analysis, follow-up meetings were
scheduled with the aim of incorporating
the results of the analysis into the
project-monitoring plan. The analysis
was limited in that the VfM approach
is based on using a budget that divides
direct and indirect costs among specific
outputs/results, whereas the DFID
budget template divides direct costs
among results but summarises indirect
costs all together.

The Take-Away

Our experience shows that VfM
analysis can not only contribute to
a more balanced and relevant budget
preparation, but also to the creation
of stronger logical frameworks and
theories of change. They must be
evidence-based and balance the
project’s economy, efficiency and
effectivity without compromising equity.
The extent to which VfM analysis can be
used depends on the stage atwhich VfM
toolsareemployed, i.e.whetherthetools
are used during proposal and budget
development or after submission.

Eventually, VM analysis will become
a natural part of project development
workflow. Until that happens, though,
we should continue to ask ourselves
the following question before making
future submissions: What is the cost of
reaching each output and outcome
of our project and are these costs
justifiable?

This project has been supported by:
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Our social media
at glance

People in Need @people_in_need
October 22

O

“I've learntthat when the baby is 6 months old, he should
start eating solid food,” says a mother who receives
#mHealth messages sent by PIN in #Angola.

We work together w/ @unitelao and Fundo Soberano de
Angola/@AfrinnovFdn.

0 People in Need - Official

October 31
For two years we have been involved in the EU Aid
Volunteers initiative, which has enabled us to send
talented volunteers from around the EU to missions all
over the world.
This week, nearly one hunderd volunteers and
representatives from NGOs and the European Union
are meeting in Brussels to reflect on this program and to
share valuable experiences.
Would you like to join us as an EU Aid volunteer? Various
EUAV positions will be open at the end of this year, so
keep checking our website www.peopleinneed.cz!

T

i

0 People in Need - Official

November 4
Our colleague Petr Stefan managed to shoot a short
video in a village called Bakhmutka just a few hundred
meters from the frontline in eastern Ukraine.
All the wells in the village have dried up due to shelling.
People in Need, with the support of the European
Commission - Civil Protection & Humanitarian Aid
Operations - ECHO., is delivering potable water twice
a week there.

wRetr Stefan L - g
WPEGple in Need

> ._H:- My nameis Pe -0:40 -ﬁ |3 (e I‘X

people_in_need_official

November 6
people_in_need_official Quiz time: which country has
the longest history of beekeeping in the world, dating
back 5,500 years? #Georgia! Together with @czechAid
we supportthem through trainings on new technologies,
business skills, breeding, bee health and quality control.
@dreams_in_my_backpack
#peopleinneed #honey #bees #beekeeper

=T
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PEOPLE IN NEED
peopleinneed.cz

People in Need, a Czech non-governmental organization
(NGO) that has been providing aid in troubled regions and
supporting respect for human rights since 1992. Since then,
People in Need has grown into one of the largest NGOs
in Central Europe. Today, its work focuses on relief and
developmentaid, advocacy for humanrights and democratic
freedom, field social work, and education, awareness and
information.

2015

ALLIANCE 2015
alliance2015.org

Alliance2015 is a strategic partnership of seven European
NGOs engaged in humanitarian and development activities.
Besides People in Need (Czech Republic), Alliance2015
members are ACTED (France), Cesvi(ltaly), Concern
Worldwide (Ireland), HELVETAS Swiss Intercooperation
(Switzerland), Hivos (The Netherlands) and Welthungerhilfe
(Germany).

www.peopleinnned.cz
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