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Community engagement and accountability training
Feedback Scenario – Facilitator notes
	



Scenario exercise: Feedback mechanisms 
Facilitator notes

Time
· 45 minutes group work + 30 minutes presenting back

Materials
· Feedback Scenario Participant handout, a few copies for each group
· CEA Tool 15 and Module 6 in the CEA Guide

Instructions
1. Introduce the Alexa Red Cross desk-top scenario by explaining:
a. We will now visit the fictional country of Alexa, where we will be working with the National Society through a series of desk-based scenarios to help them strengthen their approaches to CEA and integrate it in a resilience programme and emergency response operation
b. The scenario is designed to help participants put into practice what they have just learnt during the PPT session so do refer back to the PPTs and especially the minimum actions for CEA
c. Groups should use the information provided in the scenario when forming their answers. They should not base answers on their own National Society or organization, but on the Alexa Red Cross context
d. Groups should keep previous information about Alexa Red Cross in mind when answering new tasks, as the information shared in each scenario builds on the previous tasks. Previously provided information about Alexa and Alexa Red Cross could prove useful when answering new tasks.
2. Hand out a few copies of the Feedback Scenario Participant handout to each group, explain the task clearly to participations, and ask them to read through and check everyone understands and answer any questions
3. During the group work, give guidance only where needed. Do not give groups the answers but do try to help groups who are struggling or going down the wrong path. The answers to the tasks are below. Encourage groups to look at CEA Tool 15: Feedback Kit for support
4. Close the group work after 45 mins, even if groups have not finished the task
5. To present back, pair two groups together with one facilitator. Each group has five minutes to present their answers to the other group, who act as the Alexa Red Cross Secretary General and management team. After each presentation, allow five minutes for questions. The facilitator can also ask questions and provide feedback during this time. Allow 20 minutes in total for this process
6. Bring all groups back to plenary for reflections and overall feedback on the exercise, including addressing any common mistakes made by all groups. Questions could include: 
a. What challenges did you have with this task? 
b. Did the other group suggest anything that surprised you? 
c. Would you change any of your suggestions now?
d. What did you learn from this experience?


The task with answers
1. Explain how the new National Society wide feedback mechanism will work including:
a. How will feedback be collected?
b. How will you respond to feedback?
c. How will feedback be analysed internally?
d. How will you make sure feedback is discussed and acted on internally?
e. What resources will the mechanism need i.e., staff, equipment, funding?
f. How will the feedback mechanism be advertised to communities?

· If groups are struggling, encourage them to review the feedback module in the CEA Guide and CEA Tool 15: Feedback kit
· Groups should design a full feedback mechanism, from collection, through response, analysis, and action
· When designing the mechanism, groups needs to balance community preferences and context, with the National Society needs and capacities, and the available resources.

Potential answers include:
To collect community feedback 
· Based on the scenario, good methods for collecting feedback include:
· Telephone hotline – mobile phone ownership is high so provided there is guidance for the community on how to use a telephone hotline this could work well. It should also be open in the evenings so women who only have access to a phone at night can still use it. A telephone hotline also has the capacity to cover the whole country and cover all ARC work. ARC also has IT experts who could support to set this up.  
· Social media – could be used to collect feedback from younger people in urban areas. Social media can also be used proactively to ask for feedback on specific issues, such as malaria and diarrhoea, through online polls or discussion groups so would meet the needs of the head of health. However, social media should not be the only channel used to collect feedback as the literacy average is only 75%.  
· Face-to-face through volunteers – ARC has branches and active volunteers across the country, who have experience of engaging communities and carrying out monitoring. Communities have also indicated they would prefer to provide feedback face to face. Options include training volunteers to collect feedback during their other activities, such as when they are doing social mobilization, holding regularly focus group discussions, establishing helpdesks in communities at set times each month, or have community volunteers attend women’s groups and community meetings. However, consideration needs to be given to ensuring women and Dalis would feel comfortable using the help desk or providing feedback during meetings. An option would be to have a private helpdesk with male and female volunteers available after community meetings and women’s groups. 
· Groups could also suggest engaging the ARC’s protection, gender and inclusion expert to make sure channels are appropriate for women and Dalis.
· Based on the scenario, less effective methods for collecting feedback include:
· Feedback and suggestion boxes because of the low literacy and lack of community preference for this approach 
· Not including at least one face-to-face method, as this was the top community preference
· Not including methods that allow both proactive and reactive feedback collection given the needs of the Head of Health and Head of Disaster Management
· Not considering gender and diversity needs i.e., opting for a hotline without considering how women would be able to access it or only collecting feedback through public meetings, where women or Dalis may not feel able to participate
· Radio, although popular, is not well suited to collecting feedback as only a few people can call per radio show, and it is not private.

To respond to community feedback
· If possible, feedback should be responded to immediately. Feedback training and having a frequently asked questions guide can help staff and volunteers to answer common questions 
· Response times will depend on the context but should not be more than 2 weeks. Sensitive feedback and serious complaints should be handled immediately
· If feedback can’t be acted on, it’s important to tell people this and explain why nothing can be done or they’ll lose trust in the mechanism
· Non-sensitive feedback issues and issues raised by lots of people could be responded to via radio, through community meetings, or on social media. Although again be aware that social media relies on literacy
· A response could also be provided directly to the person who provided the feedback, either by telephoning them back or volunteers visiting them in person
· Sensitive issues need to be responded to privately, so either through a personal visit or telephone call. For women who may not have access to a phone during the day this may need to be done in the evening
· Taking action is the best response as it shows the National Society has listened, but it is still important to tell people what has been done. 

To log and analyse feedback 
· Make sure a good system is in place to log and analyse all feedback, such as a database or excel. Get support from the National Society IT and Information Management experts. Without a clear system in place, feedback is often forgotten about, and communities do not receive a response or see any action, which leads them to lose trust in the mechanism
· This includes considering how feedback collected by volunteers at branch level can be added to the overall feedback database so that all feedback can be reviewed together. For example, branch managers could submit feedback to an online database every week or send feedback excel sheets to HQ
· Make sure management and staff support the feedback mechanism and are ready and prepared to make changes based on community feedback. For ARC, it seems there is already good buy-in across the organisation

To share feedback internally and take action
· Plan in advance how feedback will be shared and discussed within ARC. Ask the Secretary General and heads of departments if community feedback could be a standing agenda item in the monthly HQ meeting. A presentation could be given on the key feedback trends and issues, with time to discuss what changes or actions can be taken to address the feedback
· Include a similar presentation and discussion during the quarterly branch managers meeting
· Include a section on community feedback trends in the quarterly ARC newsletter, and/or include a feedback summary report with the newsletter when it is emailed out
· Add community feedback findings into ARC monitoring and reporting processes. Have KPI’s that measure how effectively the National Society is responding and acting on feedback received from communities
· Ask the ARC protection, gender and inclusion expert to help you ensure sensitive feedback is recorded and responded to safely and confidentially.

What resources, support, and staffing will the mechanism need?
· The support and buy-in of leadership, staff and volunteers will be critical to ensure feedback is respected and acted upon
· Support from the following ARC teams (ask the SG to ensure their support):
· IT – to set up a hotline, support on tech and software needs
· Information Management expert - to help manage the incoming feedback data and ensure it can be tracked and presented in a way that supports decision-making 
· Protection, gender and inclusion expert – to ensure safe and confidential processes for managing and referring sensitive feedback
· Depending on the channels chosen, staff and volunteers will be needed to run the feedback mechanism. For example, a hotline may require a hotline manager at HQ and volunteers to operate the telephone line and answer calls. To collect feedback face-to-face will require volunteers. All staff and volunteers involved in running the feedback mechanism will require training on their role and how the mechanism works. Feedback collectors should also reflect the diversity in the community and speak local languages
· Equipment needed could include laptops, software (e.g., database), telephones, a toll-free line, quiet office space etc. 

How will the feedback mechanism be promoted to communities?
· The feedback mechanism can be promoted to communities through their preferred communication channels – radio, social media, and face to face through volunteers and community meetings
· It will be important to explain how the feedback mechanism works, especially if a hotline is used as this is something communities do not have prior experience of using. This includes explaining what the system is for, what it cannot respond to, and how long it will take to respond to complaints
· Make sure communities understand they have a right to provide feedback and that even negative feedback is welcomed as it helps ARC to improve its services
· Stress there will be no negative consequences if people complain
· Assure people sensitive feedback and serious complaints are welcomed and will be handled safely and confidentially.

The situation
Alexa Red Cross (ARC) has recently integrated CEA in its strategic plan, and you are part of the team responsible for establishing a new organisational community feedback mechanism. The feedback mechanism needs to support all the National Society’s work, including branch activities, programmes, and emergency operations and epidemic responses. There is a budget of $5000 USD set-up costs, plus $3000 USD per month running costs. The Secretary General has asked you to prepare a plan outlining how the new feedback mechanism will work. The results of community, staff, and branch consultations are below.
Community consultations
· Most people preferred to provide feedback face to face, but women do not feel comfortable providing feedback in front of men
· Both men and women were comfortable with the idea of a phone hotline idea, but this is not something they have experience of
· Mobile phone ownership in communities is high – over 80%, but the phone is usually a household phone and women only have access at night
· Social media is popular among younger age groups in urban areas. Radio was also very popular amongst most age groups
· Community meetings and women’s groups are common in most communities
· The national literacy average is 75%
· There is a high level of discrimination towards the minority Dali ethnic group, who are often excluded from public gatherings and events
· For most feedback, people would be happy to get a response publicly, but for anything sensitive they would prefer this to be responded to privately. 

National Society internal consultations and capacity 
· The Head of Health has asked if it can be used to track community feedback on common diseases like malaria and COVID-19, including attitudes and perceptions towards immunization
· The Head of Disaster Management has asked if it can respond to community questions about cash transfers during emergency operations 
· The National Society has IT, information management, and protection, gender, and inclusion experts at HQ
· ARC has branches across the country with active volunteers, who carry out activities such as social mobilization, assessments, and programme monitoring
· ARC has relatively good internal communication and coordination mechanisms including monthly departmental meetings at HQ, quarterly branch manager meetings and a quarterly email newsletter that goes out to all staff and volunteers. 
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