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Independent Evaluation of the Laos Australia NGO Cooperation Agreements (LANGOCA) Program
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Approved by: Mark Palu, Acting Min}ér Counsellor Mekongq‘}\,&-ﬂ?_ \ c,Q.u_

Date Approved: “A { g ‘ll

Aid Activity Summary

Aid Activity Name |

AidWorks initiative | ING310

number |

Commencement date E 25 October 2005 Completion date | 31 December 2014”

‘ Total Australian $ $14 million

Implementing Partners | Oxfam, CARE, World Vision and Save the Children

Country/Region L.aos, Mekong Region

Primary Sector Rural development

The Laos Australia Non-Government Organisation Cooperation Agreement (LANGOCA) is an AusAlD
initiative in Laos comprising partnerships with four Australian Non-Government Organisations (NGOs):
CARE, Oxfam, Save the Children and World Vision. LANGOCA supporis botnh long-term activities (LTAS)
and short-term activities (STAs) in five provinces (Khammouan, Saravan, Sayabouli, Sekong and Vientiane).
According to the design document, the inclusion of both long and short term activities enables LANGCCA to
build on lessons learned, improve the quality and effectiveness of implementation, build sustainability, as

well as respond flexibly to emerging priorities in the disaster management and UXO sectors, throughout the
life of the Program.

By 30 April 2011, AusAID had funded twelve activities under the LANGOCA program: 5 LTAs and 7 STAs
with a combined value of $12,093,099. All LTAs and STAs have signed Memoranda of Understanding with
the Government of Laos. AusAID aims to keep LANGOCA as a flexible funding mechanism and not all
funds have been committed to date.

Aid Activity Objective: The LANGOCA Program was designed based on the analysis that the vulnerabiiity
of the peoor in Laos is more effectively reduced by integrating poverty reduction and crosscutting issues with
disaster management and UXQ approaches. LANGOCA works towards a common goal of reducing the
impact of natural & man-made disasters and impact of UXO.

*In order to take into account the delays with the start up of implementation, the LANGOCA program Gmt:!r date will be
extended from 2012 to 2014. This is to ensure that all NGOs are assured of a full 5 year implementatfon period.

T ——— ——
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Its program objeclives are to.

1. reduce the impact of natural & man-made disasters through focus on improved coordination,
capacity building and best practice,

2. reduce the impact of UXQO through focus on improved coordination, capacity building and best
practice ,

3. build & promote program capacity to enhance the quality, effectiveness, sustainability & impact of
the individual activities, and

4. manage the program effectively.

independent Evaluation Summary

The evaluation adhered to AusAlD’s standard evaluation criteria: relevance, effectiveness, efficiency, impact,
sustainability, gender, monitoring & evaluation (M&E) and learning. The methodologies involved qualitative
methods: document reviews, Key informant interviews, focus group discussions, and participant
observations. While the Mid-Term Review (MTR) was for the most part a performance audit at the program
and activity levels, the process also emphasised lessons that have been developed.

Evaluation Objective: As per the Terms of Reference (TOR), the specific objectives of the review were to:

1. Assess the overall perforrmance of LANGOCA through two levels of analysis: (a) at the level of the
Program’s overall objectives; and (b) at the level of the specific objectives of the funded activities:

2. Reccmmend actions necessary (o improve the performance of LANGOCA up to its due completion date:
and

3. Provide insights and lessons iearned from the LANGOCA experience for consideration of future
programming with NGOs, inciuding options to strengthen the role of NGOs in the Australian development
assistance program in Laos,

For this mid-term review, AusAlD decided to undertake a parallel gender assessment process. NGO partners
nave consistently identified the need to strengthen the gender components of their programming but do not
«now where {o begin. Since gender equality is an overarching principle of the Australian aid program, it was
deemed important to assess whether the LANGOCA adequately identified, addressed, monitored and
reported on gender equity issues. The outcomes of the gender assessment are captured by the Independent
Progress Report (IPR) submitted by the review team.

Evaluation Date: This MTR may have cccurred at mid-term in the life of the program but in some cases was
early in the life of NGO implementation work. The review formally commenced with Australia-based
consultations from 2 to 3 May and foilowed by a two-week mission in Laos from 18 to 27 May 2011. A
debriefing on preliminary findings was held 27 May with the LANGOCA NGOQOs, government partners and
AusAlD. The final version of the IPR was received 20 July 2011 by AusAlD.

Evaluation Team: The review team was composed of mainly independent consultants with one AusAlD
officer from Canberra participating. The team leader was Mr. Paul Crawford and he was responsible for
directing, coordinating and managing the assignment, including the submission of the IPR to AusAID. The
MTR team members were:

vir. Paul Crawford, Team Leader

Ms. Philippa Sackett, Australian Council for International Development (ACFID)
~  Ms. Sophie Davies, AusAlD, Performance, Policy and Systems Section
- Ms. Belinda Mericourt, Lead Gender Specialist
~  Ms. Somsisouk Sihachakr. Assistant Gender Specialist

During the various events of the MTR, the team was joined by representatives from the Ministry of Foreign
Affairs (MFEA)}, Ministry of Planning and Investment (MPI) and AusAlD Vientiane.

Management Response

Overall, the IPR was comprehensive and provides a critical look at pragram performance. AusAlD agreed
with aimost all of the recommendations made. AusAID partially agreed with the recommendation on changes
to the reporting and governance (recommendation 32) after consulting with the NGOs who prefer to simplify
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the report formats rather than cancel a reporting cycle. The recommendations and AusAlD management
responseas are laid out in the following section.
Recommendation One

Recommendation: Partner NGOs should ensure appropriate represeniation of Australian Government
support, including improved local language signage at project sites and consistent broader narrative
CONCEeming program orgins,

Response: AusAlD agrees with the recommendation,

Actions: AusAID will share with the NGOs the most recent guidance on visibility for the aid program. The
next monitoring visits by AusAID officers will look into the implementation of this recommendation.

Recommendation Two

Recommendation: AusAlD should ensure that future NGO program designs articulate objectives that
describe substantive beneficiary changes rather than framing objectives as sector-based funding schemes,

Response: AusAlD agrees with the recommendation.

Actions: AusAlD Vientiane will coordinate and seek advice from the Food Security and Rural Development
Thematic Group on future program designs so that the latler are not only consistent with the aid program’s
priorities but also articulate impact on domains of change including quality of life of beneficiaries.
Recommendation Three

Recommendation: For the remainder of LANGOCA, AusAID and the partner NGOs should persist with the
focus and arrangements outlined in the MEF and associated documents, since these should create the
possibility of accruing program-level achigvements.

Response: AusAlD agrees with the recommendation.

Actions: AusAID will assess the technical assistance requirements of the MEF implementation. If necessary,
additional resources will be allocated to the MEF implementation so that the program-level achievements are
sustained.

Recommendation Four

Recommendation: Aq_sAiD shculd ensure that future NGO program designs mitigate the dissipation of
impact by requiring NGO activities to focus more narrowly within a coherent theory of change.

Response: AusAlD agrees with the recommenaation.
Actions: AusAlD will develop its Rural Development Delivery Strategy from September to December 2011
and it will articulate a clear theory of change and program logic for the enfire pillar. For future initiatives,

aspecially the AusAID-led designs, AusAlD will check on consistency with the overall program logic and wili
require a clear articulation of the project-level theory of change in the design documents.
Recommendation Five

Recommendation: NGO pariners should negotiate with AusAlD to reduce the breadtn of activities to only
those that have demonsirated substantive and complementary results.

Response: AusAID agrees with the recommendation.

Actions: AusAlD will review NGO requests on a case-{o-case basis.

Recommendation Six

Recommendation: AusAlID should consider mvesting any unspent funds to support provincial government's
replication of VDMCs in high risk districts.

Response: AusAlD agrees with the recommendation.

Actions: AusAID will consider requests on a case-to-case basis. In some cases, the VDMC model is still in
its infancy and thus {oo early to expand to other districts.
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Recommendation Seven

Recommendation: AusAlD and the pariner NGOs should analyse the relative merits of an institutional
strengthening approach to DRM vis-a-vis g livelihoods approach.

Response: AusAlD agrees with the recommendation.

Actions: AusAlD will include this particular agenda for discussion during the development of the Rural
Development delivery strategy. The remaining period for implementation will not be adequate for a
redirection or reorientation of NGO interventions but AusAID c¢an conduct further analysis so that future
programming can be guided by lessons from LANGOCA.

Recommendation Eight

Recommen_datmn:_wmre UXO clearance is a source of program delays, partner NGOs should work with
AUSAID to expiore the use of unspent funds to pay for the services of private clearing agencies.

Response: AusAlD agrees with the recommendation.

Actions: AusAilD will consider requests on a case-to-case basis.

Recommendation Nine

are narrowly targeted at the relevant audience.
Response: AusAlD agrees with the recommendation.

Actions: AusAID will seek clarification from NGOs on communication targeting and report on efforts
Recommendation Ten

Recommendation: AusAlID should continue to support the PEW and AEW processes as one practical way
of fostering program-ievel coherence.

Response: AusAlD agrees with the recommendation.

e
R

Actions: AusAlD will assess the technical assistance requirements of the PEW and AEW processes and
provice relevant and adequate rescurces whenaver necessary.

Recommendation Eileven

Recommendation: Partner NGOs should clearly articulate a ‘theory of change’ with staff that links activities
to the overall project and program goals.

Response: AusAlD agrees with the recormmendation.

Actions: AusAlD wiil request NGOs ¢ include the implementation of this recommendation in the progress
report.

Recommendation: Partner NGOs should urgently discuss any extension requirements with AusAlD within
the current financial planning pericd. Delays already experienced to date could be compounded by late
negotiations with AusAlD and Gol and AusAlD will need o re-program unspent funds.

Response: AusAlD agrees with the recommendation.

Actions: AusAID wiil meet with each NGO to discuss the overall LANGOCA extension and inquire about
potential pregramming censiderations and resource requirements. Negotiation with Gol. on extension of the
Memorandum on Subsidiary Arrangement will reflect NGOs’ updated programming needs. AusAlD however
will require each NGO for exit strategies and reassurance that all activities will come to a close on December
2013. The Independent Completion Review will commence shortly after the activities have stopped.

Recommendation Thirteen

Recommendation: Partner NGOs should accommoedate known externalities into detailed implementation
planning.
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Response: AusAlD agrees with the recommendation.

Actions: AusAlD will ask the NGOs to discuss this in their progress reports

Recommendation Fourteen

Recommendation: AusAlD shouid ensure that any future NGO program designs explicitly define the role
and value to be provided by ANGO affiliates.

Response: AUsSAID agrees with the recommendation.

Actions: AusAlD will integrate this as a consideration in future NGO programming processes.

Recommendation Fifteen

Recommendation: Partner NGOs should better utilise existing resources (both in country and in Australia)
{o strengthen programming, particularly in the areas of gender and inclusion, and impact and leaming.

Response: AusAlD agrees with the recommendation.

Actions: AusAlD wili follow up with NGOs on their plans {o meet this recommendation.

Recommendation Sixteen

.....

support policy dialogue rather than assume this can occur spontaneously.
Response: AusAiD agrees with the recommendation.

work on the delivery strategy will also include policy dialogue and the resources needed to see this through.

Recommendation Seventeen

Recommendation: Dunng the remainder of LANGOCA, partner NGOs should consider drawing on STA
funds to resource dedicated ‘policy dialogue’ projects. This could involve individual NGOs seeking to scale-
up aspects of their work, or multiple partners working together t¢ advocate for policy changes based on their
shared experience

Response: AusAllD agrees with the recommendation.

Actions: AusAlD will consider NGO requests on a case-{o-case basis. Some of the NGOs have already
informed AusAIL that it will pursue policy dialogue initiatives from its own resources and not rely on new
STAS.

Recommendation Eighteen

Recomimendation: Partner NGOs should systematically report changes in village participatory/inclusive
planning capacity.

Response: AusAiD agrees with the recommendation.

Actions: AusAID will follow up in NGO¢ fulure progress reports.

Recommendation Nineteen

Recommendation: Partner NGOs should follow through on addressing site-specific technical/quality issues
raised during the review,

Response: AusAlD agrees with the recommendation,

Actions: AusAlD will consult with each NGO on its proposed plans to address technicalfquality issues and
follow up on these in NGQOs’ future progress reports.

Recommendation Twenty

Recommendation: Pariner NGOs should consider adopting a strengths-based approach {0 community
engagement and planning.

Response: AusAlD agrees with the recommendation.
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Actions: AusAlD wiil aiso integrate this as a consideration in future programming processes.

Recommendation Twenty One

Recommendation: Parner NGOs should precisely define the criteria for who will benefit from each
intervention since it is well established that broadly defined beneficiaries lead to diffused or misplaced
impact.

Response: AusAlD agrees with the recommendation,

Recommendation Twenty Two

Recommendation: Pariner NGOs should ensure that activity selection is accompanied by a strategy to
communicate the individual and communily benefits that are expected to arise from successfyl
implementation.

Response: AUsAID agrees witlh the recommendation,

Actions: AusAID will consult with each NGO on its proposed plan to address this recommendation and
foliow up on these in NGOs' future progress reports. AusAID will also integrate this as a consideration in
future programming processes.

Recommendation Twenty Threse

Recommendation: Partner NGOs should develop more sophisticated frameworks for capacity building than
simpty providing traming

Response: AUSAIL agrees with the recommendation.

Actions: AusAID will consult with each NGO on its proposaed plan o address this recommendation and
follow up on these in NGOS fulure progress reports. AusAlD will also integrate this as a consideration in
fulure programming processas.

Recommendation Twenty Four

Recommendation: Partner NGOs should develop and communicate strategies for how each LANGOCA
activity wili be supported towards suslainabliity by program completion.

Respornsea: AUSAID agrees with the recommendation.

Actions: AusAlD will consult with sach NGO on its proposed plan to address this recommendation and
follow up on these in NGOs' future progress reports. AusAlD will also integrate this as a consideration in
future programming processeas.

Recommendation Twenty Five

Recommendation: Fartner NGOs should wark with Gol counterparts to precisely define the ongoing
resource requirements of pregram interventions that the government is expectad to carry forward.

Response: AusAlD agress with the recommendation.

Actions: AusAlD will consull with each NGO on its proposed plan to address this recommendation and
follow up on these in NGOS’ future progress raports.

Recommendation Twenty Six

Recommendation: Pariner NGOs shouid ensure that there is supply chain integrity for activities that will
require viliagers to scurce externally available inputs.

Response; AusAlD agrees with the recommendation.

Actions: AusAID will consult with each NGO on its proposed plan to address this recommendation and
follow up on these in NGOS’ fulure progress reports,
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Recommendation Twenty Seven

Recommendation: Parther NGOs should provide support and mentoring (o field staff and Gol counterparts
to develop practical strategies for gender equality and disability and ethnic inclusion. This may require use of
external specialists or angagement of ANGO technical advisers.

Response: AusAlD agrees with the recommendation.

Actions: AusAID will consult with 2ach NGO on its proposed plan to acdress this recommendation and
follow up on these in NGOs’ future progress reports.

Recommendation Twenty Eight

Recommendation: AusAlD should provide technical support o pariner NGOs for the development of
appropriate disabiity inclusion strategies that are consisient with AusAlD’s disability strategy, ‘Development
for All"

Response: AusAlD agrees with the recommendation.

Actions: AusAID will consull with the Disability Adviser and seek advice on technical support to pariner
NGOS.

Recommendation Twenty Nine

Recommendation: Partner NGOs should share learning about strategies that have fostered positive impact
(e.q. active participation in decision-making) for women (particularly those from small ethnic groups) and
people with disapiiities

Response: AusAlD agrees with the recommendation.

Actions: AusAID will support the learning process by including this recommendation in the agenda of
fortheoming ALWs,

Recommendation Thirty

Recommendation: Parlner NGOs should plan {o utiise their baseline data to assess changes. AusAID
could facilitate a joint session betwaen the NGOs o encourage cross learming in this area and (o explore
possible efficiencies from coordinahion.

Response: AusAlD agrees with the recommendation.

Actions: AusAlD will support the cross learning process by including this recommendation in the agenda of
forthcoming AeWs,

Recommendation Thirty One

Recommendation: Partner NGOs snould implement appropriale methods to assess changes in the capacily
of project counterparts.

Response: AusAlD agrees with the recommendation.

Actions: AusAID will consult with each NGO on s proposed plan (o address this recommendation and
follow up on these in NGOS future progress reports.

Fecommaendation Thirty Two

Recommendation: AusAlD should rationalise reporting requirements by: a) modifying or aliminating the 6
monthly reporting 10 AusAID; by using the PIC reports {o provice a 6 monthly update, and ¢} reducing the
FCC 1o an annual meeting

Response: AusAlD partially agrees with the recommendation.

Actions: In a meeling with the NGOs, it was agreed that AusAlD will simplity the reporting requirements by
modifying the first 5 monthly reports which will now just focus on achievements, progress towards objectives,
and implementations issues/management actions {if there are any). Only the annual progress reports {(aka
second 6 monthly reports) will contain an assessment seclion addressing AusAlD’s quality criteria and
discussing impiementation issuas. The PCC meetings will remain to be twe in a year given that AusAlL and
the NGQOs will be approaching government with MOU extensions and potential additional resources.
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Recommendation Thirty Three

Recommendation: Pariner NGOs should assess their project level M&E to ensure that it is sufficient to
support the program level MEF

Response: AusAlD agrees with the recommendation.

Actions: AusAID will consull with sach NGO on its proposed plan to address this recommendation and
ollow up on these in NGOs' future progress reports, notably in the M&E section.

Recommendation Thirty Four

Recommendation: Pariner NGOs sheuld put in place practical mechanisms of mutual accountability to
strengthen program-level sharing, learning and adaptation.

Response: AusAll agrees with the recommendation.

Actions: AusAID will consult with each NGO on its proposed plan to address this recommendation and seek
advice on further support that can be provided to supplement their initiatives.

Recommendation Thirty Five

Recommendation: Partner NGOs could consider engaging the ANGO affiliates in synthesising relevant
thematic reports that can heip the NGOs in their understanding of the context.

Response: AusAlD agrees with the recommaendation.

Actions: AusAlD will consult with each NGO on its proposed plan to address this recommendation and
follow up on these in NGOs' future progress reports.

Recommendation Thirty Six

Recommendation: AusAlD shouid review with the partner NGOs the value of continuing with the landscape
review as a part of the MEF.

Response: AusAlD agreaes with the recommendation.

Actions: In consultation with the NGOs, AusAlD have agreed that the outcomes of the analytical work to be
undertaken in relation to the delivary strategy will be fed into the MEF process. By using an existing analysis,
the LANGOCA Program will no longer require a separate review of the sector context,
Recommendation Thirty Seven

Recommendation: Partner NGOs should implement systematic risk identification processes that can inform
oroader reflection and learning about the drivers of success and causes of failure of the various
interventions.

Responsa: AusAID agrees with the recommendation.

Actions: AusAlD will review NGOs' future annual progress reports and assess if these meet the
recommendation.

Recommendation Thirty Eight

Recommendation: Partner NGO should compare and contrast the approaches and outcomes from the work
vy Save the Children and Oxfam in strengthening disaster management structures.

Response: AusAID agrees with the recommendation.

Actions: AusAID will consider further analytical work on the two models, potentially as a suppilementary
assessment durng the independent complietion report process.

Recommendation Thirty Nine

Recommendation: At program completion AusAID and the partner NGOs should critically evaluate the
vaiue of trying to foster ‘program-leve!’ outcomes beyond those generated by a portfolio of discrete projects.

Response: AusAID agrees with the recommendation.

Actions: AusAlD will include this as part of the independent completion report process.

tndecendent Evajuation Management Response, registerad #158 UNCLASSIFIED page 8¢f 8
Business Process Owner: Director, Performance Systems and Support Template current to 30 June 2011



