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Community engagement and accountability training
Institutionalizing CEA case study - Participant Handout
Online
	



Case study exercise: INSTITUTIONALZING CEA
Participant handout (30 minutes)

Kenya Red Cross’ experience of institutionalizing CEA
In 2014, Kenya Red Cross Society (KRCS) Secretary General volunteered to take part in an IFRC project to develop and test minimum actions to improve community engagement and accountability (CEA) in programmes. This process included a review of KRCS’ existing practices to identify gaps in CEA, before developing and piloting minimum actions for CEA within a food security and livelihoods project. 
The pilot was led by KRCS’ monitoring, evaluation, accountability, and learning (MEAL) team, with support from the IFRC regional office. During the pilot, the MEAL and programme team tested and adapted new approaches to CEA to ensure they worked within the Kenyan context and KRCS’ ways of working. An independent evaluation captured lessons learned at the end of the six-month pilot, which was shared with KRCS leadership, staff, and volunteers at all levels, and with partner National Societies (PNS).
Building on lessons learned in the pilot, KRCS’ MEAL team then began the process of institutionalizing CEA across the organisation. Recognising this would require dedicated resources, the MEAL team approached their partners, the American and Finnish Red Cross and successfully secured funding for staff and activities to institutionalize CEA. 
The MEAL team drafted a CEA Framework, setting out how CEA should be integrated into each stage of the programme cycle. The draft framework was shared and discussed widely with all levels of the National Society, including HQ, senior leadership, regional and branch offices, and with communities. Feedback and suggestions were used to improve the CEA Framework and ensure it could be implemented by all departments. The final version was then approved and adopted by KRCS’ senior leadership. 
At the same time, KRCS also began the process of revising its organisational strategy. The MEAL team used findings from the CEA pilot and draft framework to highlight to leadership the strategic link between CEA and KRCS’ values of institutional efficiency, effectiveness, economy, and equity. Externally, the Grand Bargain had also led to an increased focus on community participation in humanitarian aid. This led KRCS to integrate CEA in the new strategic plan, making it an organizational priority.
The MEAL team then rolled CEA trainings out to all levels and departments of KRCS and held quarterly CEA brownbag lunches at HQ. The MEAL team also carried out regular field visits to support frontline staff to integrate CEA in their work. 
With support from the MEAL team, all eight KRCS regional offices then conducted consultations with communities on their preferred ways to provide feedback. Based on the findings, a national community feedback hotline was set up, and each region established additional feedback channels based on the preferences of their communities. Feedback and complaints guidelines were developed in consultation with staff, volunteers, and communities, setting out how feedback would be collected, shared, analysed, and responded to at all levels. The new feedback system and guidelines were then rolled out through regional and HQ workshops. 
Finally, the MEAL team integrated CEA in KRCS M&E systems and added CEA responsibilities to staff and volunteers job descriptions and appraisal processes. 

Group discussion question – answers on the Jamboard
1. Read through the case study and identify the factors or approaches that helped Kenya Red Cross to institutionalize CEA that you could use in your organization?

Activity Instructions 
1. You will be divided into breakout rooms with your group members.
2. Each group will provide their responses on the provided Jamboard.
3. Select one person from your group to share their screen and capture group’s discussion points on the Jamboard. This person should be ready to report back in the plenary.
4. You have 30 minutes in total to discuss as a group and provide your responses on the Jamboard. Group discussion is a key part of this activity. You will be moved back to the plenary automatically after 30 minutes so time your group responsibly.
5. Be ready (and excited :) to report your findings back in the plenary.

How to Use the Jamboard
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