Guidelines for CARE Country Offices planning After Action Reviews and/or External Evaluations of Humanitarian Actions.

Draft ver. December 1, 2005
CHECKLIST OF ACTIONS THAT NEED TO BE TAKEN WITHIN ABOUT A MONTH AFTER AN EMERGENCY EVENT:
After Action Reviews (AAR) 

1. Determine dates for the two-day AAR, preferably no more than 3 months after the emergency event.  Send out invitations to both internal and external CARE staff.
2. Identify candidates to facilitate the AAR.  The earlier the search is started, the better, since good candidates are often booked weeks (or even months!) in advance.
3. Start identifying potential venues
4. Draft budget and confirm availability of funds for venue, meals, facilitator and travel/accommodation for local staff (if the CO has funding constraints, external participants can be asked to fund travel themselves).
Evaluations

1. Identify participating agencies and which will be “Lead” Agency to coordinate the evaluation

2. Lead agency should convene an initial meeting of an Evaluation Steering Committee composed of representatives from each participating agency and they should try and agree on:

a. Maximum of 3-4 key objectives (i.e. questions that they would like the evaluation team to particularly focus on).  See draft TOR as an example;

b. Based on these key objectives, a desired skill set for the team members should be agreed upon and the “TOR for Evaluation Team Members”  (also attached) revised accordingly.  
c. A draft itinerary/timeline that should allow sufficient time for orientations/briefings, field visits (including to hard-to-access areas), follow up interviews with “key informants”, including in-country senior staff, , govt. officials, UN agencies, etc., in-country debrief, telephone interviews with HQ-level key informants, drafting of report, circulation for commentary, and finalization of report.

d. Based on the draft itinerary, the Steering Committee should agree on a draft budget and cost-sharing arrangements (typically agencies share consultant costs equally and provide funding for their own agency team member. 
e. Decide how the evaluation can best be used to not only improve interagency coordination, programme quality, but also advance common advocacy strategies.  It’s better to discuss this at an early stage since “use of evaluation” should be included in the draft TOR and such discussions are helpful in identifying who the results of the evaluation should be targeted at and strategies for communicating these results.  Look for opportunities where lessons learned could be fed into strategic planning activities.
3. Initiate the search for evaluation team members with suitable profiles.  This again should be done as early as possible since good candidates can be booked up many weeks (or months) in advance.  Apart from adequate preparation for the evaluation, the selection of a good Team Leader who has significant experience of managing teams will be one of the single most important factors in determining the quality of the result.
GUIDANCE NOTES
After-Action Review (AAR)

1. Given the level of institutional detail that needs to be addressed in an AAR, it is best to conduct this as a single agency exercise.   
2. Participation – a maximum of 35 participants is recommended.  Any more and it loses its value as a “workshop”.  
3. Facilitator –  as with the Team Leader for the Evaluation, a good facilitator will significantly influence the quality of results emerging from an AAR.  Facilitation skills should be prioritized over emergency experience, since one of the most important things that a facilitator needs to do is to create an environment where participants are comfortable about speaking honestly, both when reflecting on their own performance and also providing constructive criticism to others.  If this dynamic is not established, then a lot of learning opportunities will be lost.  
Evaluation

1. Evaluation Steering Committee:- It’s important for the Steering Committee to meet well in advance of the evaluation because of some important preparations that need to be done at an early stage.  One potential spin-off is to encourage agencies to work jointly on M&E and the committee’s focus on programme quality and accountability might actually help in not infrequent cases where the emergencies have caused strained interagency relationships. 
2. Membership of Evaluation Steering Committee – previously, member agencies of the steering committee have also had staff on the evaluation team, but this does not need to be a requirement.  Generally agencies that are willing a) to have their programmes subjected to an external review, b) contribute both in staff time and financially, and c) make a commitment to following-up as needed on results of the evaluation can qualify as members of the Steering Committee.  Fewer, shorter meetings with senior staff (in Niger, CD or ACD level was seen as the most useful) are seen to be more productive than more frequent meetings at a junior level.

3. Lead Agency – the lead agency does not “do” the evaluation, but rather facilitates the process.  The Lead Agency’s main roles are:

a. Facilitation (convene and facilitate meetings, taking minutes, coordination of logistic support for evaluation team), 
b. Administration (contracting consultants and managing cost-sharing arrangements) , and 
c. Information Management (collation of key background reference material, facilitation of communications between participating agencies and evaluation team).

4. Members of Evaluation Team – a good Team Leader with substantial team management experience and good drafting skills will be critical.  A national consultant will ensure that the study remains relevant to the local context.  The team members, who have been agency staff from outside the country..  Apart from broadening the range of technical skills, agency team members should also help to inform the Team Leader about how their respective organizations function.   I will be able to help in identifying a Team Leader.
5. Mix of technical skills – the Team Leader will be an M&E expert, but this doesn’t mean that all the other team members should be M&E specialists.  Of course, it’s useful for them to have a basic knowledge of how M&E processes work but, as an example, the technical expertise that was most appreciated by the Team Leader in Niger within his team was someone with a good finance/admin background and another team member who had a background in economics of local markets.  It would certainly be a plus if the person has been previously involved in evaluations (perhaps their programmes have been evaluated), otherwise the ideal profile will be someone who’s worked in the field and has good skills in analysis, observation, interviewing skills (especially open-ended techniques), and drafting.

Note, however, that as teams get larger they quickly become difficult to manage.  Probably aiming for a total team of 5 with the two external consultants (not including drivers or interpreters for speaking to indigenous groups) would be reasonable.  
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