REF 2.6.6: KEY MANAGEMENT TASKS IN THE RAPID ASSESSMENT PROCESS 
In managing a rapid assessment, it is critical to ensure that the assessment results fit intended users’ needs. This entails balancing:

· Decisions-makers’ information needs, i.e. what questions will they need to have answered?

· Quality of information, i.e. how much information is enough, what coverage in needed, what precision?

· Timeliness, i.e. when is information needed? 
The following are the key “steps” to focus on in managing a rapid assessment, each with associated tasks and considerations. The “steps” are not strictly sequential. Each lays the foundation for the next, but some overlap and some run from the beginning of the process till the end. These follow from generic steps in managing monitoring and evaluation activities. In the case of rapid assessment in emergencies, these steps and tasks are simply more focused in purpose and scope and are undertaken in a shorter time frame. 
Almost all of these steps are ideally undertaken as part of preparedness activities.

	1. Negotiate initial intent

Before even developing a Terms of Reference (ToR), a group of key stakeholders/partner organisations negotiate to outline its basic elements. This helps establish the political and practical parameters for design. For rapid assessment in crisis phase, this step is ideally undertaken as a preparedness activity.
	· Define the purpose of the assessment: who are the end users? What will be the end use? What timing and depth/breadth of information does this imply? i.e. will it be used for implementing organisations only or will data for media and fund raising also be needed and where will the balance be drawn? Also distinguish whether the assessment(s) will focus on immediate response (3-4 weeks) or a longer time-frame (information needs for 1-3 months post crisis) – this will shape information needs. Preparedness activities should include preparing for both.

· Revisit who else should be involved now or at later stages– e.g. other organisations, national partners, donors?

· Identify the priority questions that the assessment should answer.

· Identify accepted benchmarks for judging the situation; e.g. will SPHERE standards be used? For UNICEF how will other issues be brought in, such as protection and education?

· Identify accepted guidance and mechanisms to ensure ethical field practice in data collection, especially protection of primary stakeholders and other nationals involved. Establish who will be responsible for review of the ToRs, methods and tools from ethics/protection perspective.

Identify credibility issues/concerns: what type and precision of data is required? What profile of assessment team is needed?

	
	· Identify existing materials upon which the assessment should draw and focus in quickly on identifying key gaps that field data collection will need to fill. (This can be worked out based on scenarios and refined in the actual situation.)

· Identify resource implications and resources available.

	2. Prepare the ToR

Note that the ToR referred to here is not the narrow contractual ToR, but a broader scope of work. The ToR is ideally developed as a draft in preparedness activities and refined according to the actual rapid assessment task.
	Define further the purpose, scope and focus, process and methodology, stakeholder participation, accountabilities, team composition, procedures and logistical considerations, resource requirements (budget and human resources) and draft in a ToR. Security and access will shape methodology and design.

Ensure key partner organisations agree on the draft ToR, especially management responsibilities (i.e. division of labour between organisations and identifying focal points within)

Prepare draft contractual ToR for rapid assessment team to be hired or seconded (clarify human resource issues such as payment, insurance and medical evacuation especially if team members are seconded or from different organisations with different policies and procedures)

· Review and revise the ToR with the assessment team once recruited, involving other organisation technical leads as appropriate.

	3. Logistics preparedness
	· Identify and/or procure necessary supplies/equipment as needed (consider laptops; portable radios; vehicles with adequate telecommunications and security equipment; maps)

	4. Develop/ adapt tools and methods
	· In preparedness phase, standard tools from different organisations which are often linked to agency mandate/issues of concern must be merged and adapted to both country context and likely scenarios whether natural disaster or complex emergency. 

· When rapid assessments are actually being carried out, tools will be further adapted according to situation.

	5. Select/recruit the assessment team

Ideally, in rapid onset emergencies, all of the tasks for this step will have been carried out as a preparedness activity to build some form of roster for rapid assessments and impact monitoring in emergencies.
	Define the desired qualifications and corresponding criteria

Establish procedures and process for how candidates are to be measured against criteria (especially if interagency)

Identify appropriate sources for recruiting (internal, secondments, partner organisations, networks)

Identify possible candidates and recruit

· Contract team


	6. Orient/train the assessment team
	Assemble and provide existing information sources for teams highlighting information gaps. This is essential to save time and not burden primary stakeholders with repeated data collection. 

· Ensure necessary training is provided on methods and tools including ethical practices and protection of interviewees/primary stakeholders, security procedures and equipment (e.g. portable radios). This is essential in emergencies, and wherever possible should be undertaken as a preparedness activity.


	7. Facilitate/monitor involvement of key stakeholders
	Ensure key stakeholders are sufficiently consulted. Anyone expected to use the results (donors for funding decisions, partner organisations, etc.) must be convinced. In an emergency, particularly complex emergencies, reactions to politically sensitive information can be further heightened and polarised. Monitor sensitivity towards/of preliminary results. 
Establish procedures for reporting and resolution of any incidents of negative interaction with primary stakeholders, local communities, authorities, both from the perspective of security of the team and ethical practices/protection of interviewees and primary stakeholders.

Ensure good communication to external and primary stakeholders about the assessment. Openness of local populations, leaders and authorities is pivotal. Consider how interest of donors and media can be built up.

· Monitor the degree to which stakeholders, especially primary stakeholders, are involved as compared to that planned.

	8. Facilitate logistics support as necessary
	Facilitate field visits. Ensure that local actors (authorities, leaders) are prepared enough to receive the assessment team. 
· Ensure logistical support necessary. In many crisis and unstable contexts, this is likely to involve more detailed logistics and supply support to ensure safety, permits for travel, lodging, food and water.

	9. Monitor progress and assess results 
	Monitor progress vis-à-vis key dates in work plan. In very unstable contexts this may require frequent adjustments as security and access situations change.

Supervise field work. In a large assessment covering many sites, accompany teams periodically. 

· Meet with the team to assess the process and adjust as necessary. Do this periodically in larger assessments.

	10. Develop and oversee dissemination strategy
	Define/refine a dissemination strategy, targeting form and content to different users. For rapid assessments in emergencies, this need not be elaborate, but the same logic applies.

Organise, facilitate debriefing sessions with key stakeholders.

· Ensure that report(s) or other products are disseminated to key potential users in timely fashion.

	11. Promote and monitor use of results
	Ensure that appropriate programme/project managers or coordination fora meet to discuss implementation of the recommendations of the assessment.

· Ensure that assessment results are fed into some form of information management systems so that data can be easily accessed and feeds into systems for ongoing monitoring of the situation and programmes.
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