2007 CHF Evaluation – Tracking of Progress on Actions against Findings/Recommendations


2007 CHF Evaluation – Findings/Recommendations
Sudan CHF Working Group - Tracking of Progress on Action Points
	Evaluation Findings / Recommendations
	Recommended Action for Sudan
	Status – 20 April 2008

	1. The Funds are now established funding mechanisms in DRC and Sudan and have played an important role in supporting coordination, decentralising authority to the field and funding neglected sectors, complementing other funding mechanisms such as the CERF. In the context of humanitarian reform, the Funds are a positive step but they amount to a ‘remaking of the culture’ which will take further time to become fully established.
	None
	None

	2. Significant challenges remain:
	
	

	a. While it is clear that some progress has been made in improving processes, and providing guidance & support, the allocation process is now the area where the evaluation team has the greatest concern in terms of risks to the credibility of the Funds and support from stakeholders. The decentralised allocation process depends on widely varying cluster capacity and significant weaknesses are likely to continue in the current system.
	Formalise and strengthen allocation process:

1. More guidance to sector leads from HC/UNCT and from CHF support units

2. More trainings/briefings of partners

3. Better coordination of and support to CHF meetings

4. More timely and targeted dissemination of CHF information

5. Better guidance in conducting CHF meetings (new templates, step by step guides)

6. Better documentation of CHF meetings (new templates) and thereby better review of prioritisation process

7. Strategy for ensuring that policy priorities are addressed in sector allocations

8. Better reporting on usage of CHF funds (see other point on reporting)

9. More formalised allocation process for Emergency Reserve


	Elements of the CHF allocation process will be revised to provide a lighter (more centralised) and more strategic allocation process. The revised Standard Allocation Model will build on lessons learnt from the existing allocation process, in particular findings from the first allocation round of the CHF 2008, where the process was followed more closely and had more support than any previous CHF allocation rounds. The CHF Working Group will present a proposed revised CHF Standard Allocation Model to the Advisory Group late April 2008.

Status point by point:

1. A new set of guidelines and templates for conducting CHF allocation meetings were introduced for the CHF2008. CHF Technical Unit staff participates in and supporting as many CHF meetings as possible.

2. All sector leads offered training on meeting formats, reporting templates and policy guidance (to be further improved, including: making training mandatory, conduct training earlier in the process)
3. In 2008 planning of meetings are coordinated centrally by the CHF Technical Unit. CHF Technical Unit to participate in as many meetings as possible with the resources available. The revised CHF Allocation Model should make better meeting support possible from CHF Technical Units and from central sector leads.
4. More information available on the CHF website in 2008, however information still need to be disseminated earlier and partners need to be briefed earlier and better.

5. Step by step guidelines for conducting CHF meetings introduced in 2008. CHF Technical staff to participate in majority of meetings with the target of supporting all meetings (as resources permit). A number of new CHF templates developed, including a Project Prioritisation tool.
6. More detailed and more structured CHF meeting reports/minutes templates introduced in 2008. The format of new templates reflects more closely the Work Plan planning structure.
7. Revised meeting structure and reporting template provide much better documentation of allocation decisions, and thus better opportunity to review decisions. More direct support from CHF support staff in meetings.  
8. See other point on reporting (2.b)
9. Proposal will be ready for Advisory Group Review by mid May 2008.


	b. Monitoring and evaluation is very weak, both at strategic level – in terms of whether the Funds are having a positive impact – and programmatically, particularly for UN agencies. Current structures are ill-equipped to carry out these functions.
	1. Clear M&E strategy for CHF to be finalised and approved by the CHF Advisory Group with quarterly briefing/reporting by the M&E Unit to the AG against the strategy.

2. Improved reporting for all partners on usage of CHF funds (please see revised CHF ToR and support notes on proposed reporting framework) 

3. M&E unit currently works closely with sector leads, however interaction with other partners (e.g. NGO community) to be enhanced.

4. M&E unit to be more closely involved in the CHF process, hereunder as member of Sudan CHF Working Group (see action point on CHF working group)
	1. Initial study on correlation between CHF allocations and sector performance as per Work Plan reporting is being undertaken, with focus mainly on 2006 data but also partly including 2007 data. The study will provide recommendations on monitoring of CHF activities in the framework of the broader Work Plan monitoring, which will inform a final M&E strategy. The M&E unit has in early 2008 experienced severe understaffing which has delayed the finalisation of the study.
2. CHF reporting framework will be presented to the Advisory Group by end April 2008
3. Understaffing of M&E unit means that unit have had to focus on maintaining existing key activities.

4. Head of M&E unit invited as part of Working Group

	c. This partly a result of UNDP’s role. UNDP teams have made great efforts to speed up disbursements to NGOs but UNDP’s involvement is still unwieldy in a number of ways, for example M&E. It is not clear corporately how much further progress it can make or how reliably such systems could function in the absence of key individuals.
	Not related to Sudan as UNDP does not have M&E role for the CHF, this responsibility lies with the M&E unit and sector leads.  
	-

	d. The role of the Board is inconsistent and does not provide a sufficiently robust framework for balancing out the personality of the HC – whether strong or weak.
	The Advisory Group will be strengthened by the inclusion of UNCT and NGO reps and a new ToR.

A CHF working group consisting of one representative from donors, UN, NGOs, M&E Unit, Fund Management Unit and CHF Technical Unit to be established in order to take forward working level issues on behalf of the Advisory Group.
	As of October 2007 the Advisory Group has been expanded with UNCT and NGO representatives. New ToRs for the CHF 2008 agreed in February 2008 including revised ToRs for Advisory Group. 
The CHF Sudan Working Group has been operational since November 2007 with regular meetings.

	e. The Funds have been allowed to evolve in different directions and have created different solutions for the same problems. Over the course of the next year, the Funds should begin to converge on a more common model while retaining the flexibility to adapt to the local country and agency context. 
	Only for those elements of the models where it makes sense to converge. The CHF model used should be appropriate to the context in which they operate. With the differences in the planning structures in DRC and Sudan (e.g. no projects in the DRC Action Plan) the CHF will need to be shaped differently in the two countries. 

There should be greater lesson learning and identification of best practices between DRC and Sudan as well as with new countries adopting pooled humanitarian funds. 

For new CHFs in other countries:

· Key general/common best practices identified and used in new CHFs

· Documentation of country specific lessons learnt from Sudan and DRC should be made available to serve as reference when designing new CHFs  


	CHF Technical Unit and Fund Management Unit from Sudan along with colleagues from DRC currently play a key role in developing models for roll out of CHFs in new countries.  
In order to support countries that have decided to implement a CHF, a set of broad guidelines for implementation of CHFs is being developed (a minimum CHF model) along with a compendium of reference material from Sudan and DRC. The Sudan/DRC reference material will serve as a tool kit and will include: Allocation Models, ToRs, templates, lessons learnt, guidelines, Information Management Systems, policy papers etc .
The guideline and tool-kit is expected to be ready by mid/end-May 2008.

Staff from Sudan and DRC will actively support colleagues in new CHF roll-out countries



	3. ‘The boat has been built while it is rowed down the river’, putting significant strain on individuals and leaving a legacy of inconsistent and changing systems. Sufficient staffing must be ensured and maintained.
	OCHA and UNDP shall ensure that the appropriate CHF support positions are staffed.
	All OCHA CHF support staff is in the 2008 OCHA Sudan cost-plan.

	Summary of recommendations
	
	

	
	
	

	A. General
	
	

	4. The Funds should continue as a mechanism in both countries. However considerable work is needed for them to realise their potential and overcome outstanding weaknesses.
	The CHF shall continue in Sudan and current weaknesses be addressed. 

This matrix outlines a number of initiatives proposed to strengthen the CHF in 2008.
	The CHF continues in 2008. 

This matrix outlines a number of initiatives proposed to strengthen the CHF in 2008.

	5. In the short term, the existing fund management by UNDP is satisfactory. Our conclusion is that the most feasible option is that UNDP retains the Administrative Agent role and OCHA takes on the Managing Agent role once it has the capacity to do so, but that the transition should be gradual. Donors would have to support OCHA in becoming the Fund manager.
	UNDP to maintain both Administrative Agent and Managing Agent role in short term.

If/when OCHA, or other entity better suited than UNDP to carry out the MA function is prepared and has capacity to take on the role, the MA function can be transitioned to the new entity.

A study should be undertaken at both global and local level to determine best option for MA role in the future.
	UNDP maintains both AA and MA role in 2008.
A study has not yet been commissioned. 

	6. The Joint Unit model is promising as long as it is backed up by a clearer corporate commitment from UNDP on its specific role so that there are no difficulties with accepting non-UNDP staff as fund managers.
	N/a – DRC Issue
	N/a – DRC Issue

	7. If the Funds continue at current levels, they can be used strategically to complement other funding. But, if they become small, in both absolute and relative terms, the management process should be made much lighter, with more discretion for the HC to fill gaps strategically and with less consultation.
	If the amount of funding available for the CHF decreases below a critical level in absolute and /or relative terms, the HC and the Advisory Group shall review the functioning of the fund and decide if the current structure and role of the CHF is appropriate. 

The HC and the Advisory Group will review the funding level of the CHF on an ongoing basis and address this issue in the AG meetings as necessary. 
	Funding level for 2008 expected to be on par with 2007 or slightly lower. 

With the transition to recovery, including the introduction of a Recovery Fund for Southern Sudan, it is expected that the volume of the CHF will decrease in 2009, however humanitarian requirements may also decrease for Sudan in 2009. 

	
	
	

	B. Recommendations to donors
	
	

	8. Donor commitments to the Funds should be sought at the end of a calendar year (perhaps in November, when the Appeal is launched) for disbursement to occur the following January. This may require the on-time publication of reports for the previous year. If the timing of donor financial years makes this difficult, at least indicative planning figures should be shared with HCs so that the allocation process can be started.
	Donor commitments and disbursement timeline sought mid December 2007 following the launch of the 2008 Work Plan. 

Funds allocated in the last quarter of the year (following late donor disbursements) be given an automatic three months no cost extension.  
	Timeliness of donor commitments and disbursement did not significantly improve in 2008. 

Funds allocated in the last quarter of the year will be given an automatic three months no-cost extension.  

	9. Donors to the Common/Pooled Funds should continue to provide some bilateral funding to retain flexibility.
	This should be according to each donors funding strategy. However, the strategy should be communicated to the HC and details of funding decisions outside the CHF should be provided to the CHF technical unit in a timely manner. 
	This should be according to the funding strategy of each donor. 
No clear funding strategy communicated to the HC by CHF donors. CHF Technical Unit to follow up with donors on strategy and funding plans. 
A broad funding survey planned for April/May 2008 to accurately map funding flows for first quarter of 2008.

	10. Donors should ensure funding for transition activities so that the Funds do not have to stretch to these & can focus on real emergency needs. 
	The CHF shall maintain its focus on providing early and predictable funding towards priority activities within the humanitarian component of the Work Plan, this reaches broader than pure emergency needs.

The CHF needs to be better aligned with other pooled and bilateral funds and viewed as part of a bigger funding picture. This is the role of the CHF AG with advice from CHF Working Group.

Establishment of a forum where management teams from the various funds can coordinate and align funding decisions and structures may help improve funding coordination.
	The CHF maintain its focus on providing early and predictable funding towards priority activities within the humanitarian component of the Work Plan, which reaches broader than pure emergency needs (the humanitarian component of the 2008 Work Plan includes Early Recovery activities).

No consolidated/formalised strategy/framework for pooled and bilateral funds in Sudan in place.

No formal forum established yet, but informal meetings between DCPSF and CHF management teams are taking place.

	11. Donors should commission an analysis of the ‘value chain’ of humanitarian funding looking at transaction costs and value added.
	External consultants to be commissioned by donors to do a pre- and post-CHF analysis of the ‘value chain’ of humanitarian funding looking at transaction costs and value added (for Sudan and DRC)
	External consultants to be commissioned by donors to do a pre- and post-CHF analysis of the ‘value chain’ of humanitarian funding looking at transaction costs and value added (for Sudan and DRC) – has not yet happened. 

UNHCR, UNICEF and WFP have developed ToRs for a study on transaction costs for CHFs (looking only at the three agencies)

	12. Review systems of UN accountability, based on donor requirements.
	Being done through improved UN financial and narrative reporting (as part of the revised ToR)
	Is being done through improved UN financial and narrative reporting (as part of the revised ToR)

	13. Funding of OCHA’s management of the funds should be transparent and covered directly by donors instead of reducing the amount of money available for beneficiaries.
	OCHA’s costs related to their role of leading on coordination and common services as part of the Work Plan should continue to be eligible for CHF funding.  

OCHA’s cost directly related to management of the CHF (CHF Technical Unit) should continue to be eligible for CHF funding. Funding through CHF is more transparent than funding outside.
	OCHA Sudan is eligible to receive funds through the CHF 2008. 

OCHA Sudan has not yet requested funding from the CHF to cover CHF management costs however this will most likely happen sometime during the first half of 2008.  



	
	
	

	C. Recommendations to Cluster/sector leads
	
	

	14. Better training is needed for cluster/sector leads on their role and how to manage processes.
	Sector leads should each have a sector strengthening plan agreed with the HC which should feature in the Work Plan.

CHF units (OCHA and UNDP) should do direct training/briefing of sector leaders on the CHF process.
	Development of a comprehensive sector strengthening plan is currently being discussed, with a preliminary target date of June 2008.

Some training undertaken for the first CHF allocation round in 2008, but this will be further strengthened during 2008.

	15. Agency investment is needed in Cluster leads with good technical capacity and coordination skills.
	Agreed. This should be reflected in the sector strengthening plan (see point 14).


	See point 14.



	16. Agencies need to take more responsibility for make cluster working a corporate objective and reflect this in the personal objectives and appraisals of staff.
	The Sector Coordinator should be a distinct role within the lead agency and the person should not have additional programmatic responsibilities.

The HC, the CHF Advisory Group, other donors and lead agencies to discuss if this function shall be supported by the CHF or if this should be covered by agency core funds (or a combination).
	See point 14

	D. Recommendation to OCHA
	
	

	17. More learning between Sudan and DRC would be valuable, led by a HQ support function. This is particularly important given the likely turnover of staff with considerable institutional knowledge.
	Exchange Lesson learnt and best practices between DRC and Sudan. This started in Geneva in October and a follow up meeting between the CHF units of the two countries is planned for January in DRC.

HQ support function and CHF experienced field staff should provide support to future CHFs. Especially during start-up phase
	See point 2.e.

	
	
	

	E. Recommendation to OCHA/UNDP
	
	

	18. There also needs to be a discussion at senior level to clarify exactly what UNDP’s commitment is and what expectations are from OCHA and other agencies.
	-
	-

	
	
	

	F. Recommendations to HC and Common/Pooled Fund Units
	
	

	Governance:
	
	

	19. The HCs and Advisory Boards should develop clear Terms of Reference for the scope and role of the Board. This should focus on policy guidance and advice on general funding allocation (e.g. by state/province or priority sectors) rather than discussion of individual projects. 
	Yes, in progress.
	Part of the revised ToRs for the CHF 2008.

	20. The Advisory Boards should have at least one general policy meeting a year, involving Fund and non-Fund donors to coordinate and agree broad policy issues. This would enable donors who do not have a presence in-country or manage their involvement from their capitals to send representatives. 
	Yes, recommended as part of the CHF ToRs.
	Part of the revised ToRs for CHF 2008.

	21. To enable the Advisory Boards to provide strategic guidance in an effective manner, the Fund management unit in the country should supply them with the necessary information. However, these units are completely over-stretched so they need support. This could be from a Deputy HC or a combination of sources, such as OCHA’s FTS section or national sector/Cluster leads or other sections in the Mission (e.g., since MONUC’s Civil Affairs Section provides coordination support in some Western DRC provinces, perhaps it could help to compile some of the necessary data). 
	OCHA and UNDP shall ensure that the appropriate CHF support positions are staffed.

Establishment of the Sudan CHF Working Group as a permanent group could provide additional support to the process. The CHF Working Group will meet on a monthly basis. The working group will be chaired by the deputy HC and have one representative from each of the following entities: CHF Technical Unit, UNDP Fund Management Unit, CHF donors, NGOs, UN agencies and the M&E unit.
	CHF support staff is now part of the OCHA and UNDP core staffing for country offices
Working group has been established and is meeting at least monthly. The meeting is chaired by the CHF Technical Unit.

	22. The extent of national or local government involvement in governance and monitoring structures should be considered carefully and decided on a case-by-case basis.
	Agreed 
	Currently decided on a case-by-case basis by regional coordination teams. 

	23. Appoint a DHC for such large countries.
	-
	-

	24. Ensure sufficient staffing continues to be available.
	Each CHF related unit needs to state what staff they need where and there should be a staffing plan to ensure that all posts are filled on time.
	Done

	25. Develop stronger management information systems, particularly in DRC.
	Sudan information management systems should be prepared for potential replication.
	Initiated as part of CHF Roll-out activities

	
	
	

	Allocation process:
	
	

	26. Clearer criteria should be developed centrally by the Advisory Boards of what can be funded as life-saving, and what recovery activities can be funded.
	CHF policies shall be clear on which activities are eligible for CHF funding.
	The revised CHF Standard Allocation Model as developed in April 2008 proposes more guidance in the Policy Paper with more concrete directions as to what can and should be funded from the CHF. 

	27. More detailed guidance is still needed from the centre on the process. This should cover details of how to run meetings, voting systems, and how to assess whether activities are lifesaving. Sector specific guidance should be developed by sector/cluster leads.
	Please see point 2a.

Should come from CHF Technical Unit and a roll out plan to sector leads developed.

Any sector specific guidance must be fed back to the centre (CHF Unit) for review and approval, to ensure it is consistent with the overall process. This to avoid that sectors or regions creates their own guidance which contradicts that provided by the centre.
	Please see point 2a.

	28. Terms of reference for the Funds and different stakeholders should be reviewed and updated in the light of changing processes.
	In progress.
	ToRs for the CHF has been revised in February 2008.
ToRs for actors is being finalised by the CHF Technical Unit. Ready by mid-May 2008. 

	29. HCs should consider having two allocation rounds per year at pre-defined times to coincide with planting seasons and allow agencies to plan ahead.
	No. Funds should be allocated as early as possible given the rainy season starts in April/May and runs to Oct when it is too late make allocations to be spent by the end of the year. Funds allocated late in the year should have an automatic extension to end March.

Allocations shall be needs based and reflect availability of funds and not be fitted into a predefined schedule. Clearer indication from donors on disbursement plans (amounts and timeline) would help the HC to plan allocations and communicate to partners early in the year.
	-

	30. Streamline allocation procedures so as to strike a balance between responsiveness and ensuring that only quality projects are funded.
	The key responsibility lie with the sector groups in only selecting quality projects, however CHF mechanisms such as reporting and M&E should be improved to better inform sector groups in this process. 

The quality of projects monitored and evaluated over the course of a year should better inform how funds are dispersed the following year. Putting greater onus on poor performers to show how sectors have taken on board recommendations.
	CHF reporting framework will be presented to the Advisory Group by end April 2008. 

M&E strategy is being developed (no fixed deadline established). 


	31. In the DRC, instead of establishing a separate Rapid Response window, all rapid response actions should be funded through the OCHA RRF since OCHA has a quick decision-making process, uses simple proposal and reporting formats and can disburse fairly quickly (usually within 10 working days).
	N/a
	

	32. Strict adherence to a minimum of 1 week’s advance notice of meetings to ensure attendance.
	CHF technical unit to ensure that more coordinated and timely planning of allocation meetings is implemented.  Central sector leads and regional coordinators need to support enforcement of this.

CHF Technical Unit to monitor and flag to HC and the AG with a view to revisiting any allocation decisions made which breach this directive on notice period.
	In 1st allocation round in 2008 meetings were coordinated from central level. Still the multitude of meetings in the regions made optimal planning and monitoring difficult. The revised Allocation Model proposes a more centralised approach (see point 2.a) which should help plan and conduct CHF meetings better.

	33. Greater NGO involvement as co-leads, recognising that they face resource constraints
	NGO involvement as sector co-leads to be taken forward. ToRs for this function to be developed along with an analysis of resource needs and a funding strategy. 
	No concrete progress yet. Should be addressed in sector strengthening plan (see point 14)

	34. NGOs should be able to access funding directly from the Funds while funding of UN technical and coordination costs should be made more transparent.
	NGOs already have direct access.

UN technical and coordination costs should be presented as part of the sector strengthening plan which UN sector lead agencies will pull together (see point 14).
	-

	35. OCHA needs to have more involvement in allocation process as facilitator/arbitrator and OCHA sub-office heads need training to perform this role, plus deployable HQ capacity to support provincial level prioritisation.
	Yes, also applies to RCO as OCHA only present in Darfur.
	CHF Technical Unit provided direct support to regional meetings during first allocation round in 2008, as will be the case for further allocation rounds in 2008. No formalised CHF training of area coordinators has been conducted at regional level.

	36. Centralise more of the allocation process where capacity is weak in the field, provide more support to weaker provinces, but continue to get considerable input from the field on priorities and projects.
	Need different allocation processes for different areas. Largely already being done.
	Addressed through revised Standard Allocation Model (se point 2.a)

	37. Bring in a technical review element to Sudan but streamline process in the DRC
	Sector leads should be doing the technical review for projects in their sector both when including in the Work Plan and when selecting for CHF funding. 

The initiatives proposed for strengthening of the allocation process should also help strengthen this function.
	Addressed through revised Standard Allocation Model (se point 2.a)

	38. UNDP’s NGO capacity assessment procedure should not become a barrier to funding organisations capable of quality delivery so it should be used in conjunction with other judgements about an NGO’s capacity.
	This is not an issue in Sudan at the moment.
	-

	
	
	

	Accountability & M&E:
	
	

	39. Consider more informal, brief reporting from UN to allow monitoring while keeping formal reporting in line with global norms.
	Reporting framework proposed as part of revised ToRs.
	Reporting framework proposed as part of revised CHF ToRs (see point 2.b).

	40. All applicants must have spent a certain percentage of previous allocation before applying for more, e.g. one pager on quantitative use of funds to date (how many schools/wells/etc).
	Quarterly disbursement of funds based on expenditure proposed as part of revised ToRs
	Quarterly financial reporting on expenditure from all recipient organisations is proposed as part of revised reporting framework for the CHF, this in order to better manage cash flow in the fund.
Programmatic reporting will be done through proposed CHF reporting framework (see point 2.b)

	41. Use more consistent M&E to assess achievements & impact, thereby reducing the need for detailed narrative reports from both UN agencies & NGOs.
	M&E unit is supporting sector groups in developing Work Plan indicators along with monitoring plans and systems.  Specific strategy necessary for monitoring of CHF performance and impact. 
	Please see point 2.b.

	42. Clarify role of sectors/clusters in M&E. Clusters should be responsible for agreeing the criteria for project as well as strategic M&E and defining TORs for evaluations. This should be done by the cluster lead in consultation with cluster members.
	Already happens. Sector leads involved in defining ToRs for external evaluations, and in selecting the organisations to undertake evaluations. For sectors involvement in Work Plan M&E please see point 41.
	-

	43. Sector/Cluster leads could also ensure that relevant line ministries are involved in coordination and M&E where appropriate. Where sufficient Government capacity exists and this is appropriate, it could act as a more neutral monitor.
	Agreed. Sector leads to take lead.
	-

	44. A fully staffed M&E unit should report directly to HC/RC’s office and provide a full range of M&E from project to more strategic functions.
	This structure is already implemented in Sudan with the M&E unit that was established in 2006.  However, full Work Plan project monitoring is not feasible given the number of projects in the plan.
	This structure is already implemented in Sudan with the M&E unit that was established in 2006.  It should be noted that the M&E unit has only been able to operate at limited staffing levels for long periods since its establishment, and has thus had to focus available resources on the broader Work Plan monitoring as a key activity and delivery, whereas dedicated involvement in the CHF process has been limited.

	45. Where UNDP takes on a role in monitoring humanitarian projects, it needs to bring in more technical expertise, either seconded from Cluster/sectors or in the form of consultants. 
	UNDP have no capacity to do this. It would rightly fall to the sector leads/M&E Unit.
	-
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