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Interview with Jay Goulden, the Co-Director of Governance, Policy and
Accountability at CARE International

Blessing Osagie, Pledge MEAL Coordinator interviewed Jay Goulden to find out his reflections on how
CARE International have achieved by being the first Pledge signatory to submit their first annual self-
report.

Good morning, Jay and great to have you this morning.
Good morning, Blessing, and itis great to be here too.

Once again congratulations! CARE International submitted the first INGO self-Reports on the
pledge which is quite impressive and encouraging. Do you want to start by telling us how you
feel, not just as a person but as an organization and what this means for you?

Yeah, | guess we've been from the start supportive of the pledge and want to make it work, and |
guess we're willing to be a little bit uncomfortable at times, right? we know this should be something
that challenges us to do things that don't feel that easy because itisn't that easy and certainly, you
know, | think that's been part of the discussion around the whole MEAL working group and the
development of what has become the PALM (Pledge Accountability and Learning Mechanism)
overall.

So, we wanted to do what we could to show that the accountability mechanism is starting to work.
And that means a key part of that is doing this kind of self-reflection and reporting. And so, we wanted
to do that earlier rather than later. The timing slightly works because we have most of our data ready
by October or November, so we have had a few months since then to prepare it.

Butyes, someone had to start. And so, we felt itwas important for this reporting process to be kicked
off. And yes, we're really happy that we've been able to test the reporting process, learn some things
that will allow us to do it better next time we hope, hopefully serve as an example to others and try
to kind of strike that tone between honesty and reflection and not too much self-promotion, also
perhaps not too much self-flagellation either.

That is quite interesting, and | think encouraging as well, especially the part that has to do with
the fact that we are looking at self-accountability and ensuring that we test the reporting
process. As you mentioned, it is important for there to be some kind of leadership and that
organizations can work together, reflect, and share learning, which brings us to the next
question around the process that led to this. You want to tell us a bit about the process, the
internal procedures within CARE International that made this possible?

So partly we have some or quite a lot of information that we already gather on partnership, so partly
itwas a case of pulling together what we already had and then really being clear about the additional
things that we do not have in our current systems? And connecting the right people from across the
organization who might be able to have that and having a bit of a dialogue in cases about, if we do
not have a system to measure this particular metric, could we set something up that's relatively
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quick and not too painful? Or do we just have to say, no, we can't report onit? so there were a couple
of cases where we had to particularly set up a metric in our system to look at specific pledge
reporting metrics, | think it was metric 2.5 on “...acknowledging the role of partners in your major
communications and fundraising and advocacy’. So, we thought we could set up something
simple that didn't involve too much work, an ad hoc solution to not having a systematic data
collection in process. And then other ones were where it was more qualitative. Itis just making sure
that we are connecting with the right people who can provide those examples from across the
organization.

| think there was some that was really quite inspiring in a way to kind of hear some of the things we

were doing around, particularly the Pledge 3, on influencing the wider system. So, we pulled together
a kind of an informal group of people who we connected and then set up a shared document for

people to put theirinputs into or send us an email and so we could input things. And then we just had

to do a bit of follow up and chasing up of people to provide responses. We did not go very wide across.
We did not send a message to all countries and say, give us your examples because there is not that

much space. You know, you cannot have 70 examples in these tables. And we were not quite sure
what, because it was the first time so kind of you are testing the process and you are testing the

format and seeing how much space there is and what really makes sense.

| think certainly reflecting back on it afterwards, it might have been more useful to have a lot of the
judgment on whether we were on red, amber, or green. | kind of did myself at the end based on what
the evidence seemed to be saying. We might want to; | think in the future probably want to do a bit
more of a collective judgment there in next time round. But mostly, it felt like a manageable process.
It does take a while. You need two to three months to pull something together from when you start
to having a final product. And | think we are probably seeing this with the next round of people who
are submitting. It might be that it just takes a bit longer than you think.

True. Thatis some quite iterative process there. And I think in my expectation I was thinking that
there might not have been a very stringent, rigid process to that. And then, if | may ask, what
would you say is the biggest takeaway, maybe in terms of lessons, and then maybe if you have
to do this again, what do you think are the things you want to put in the front?

So, | think it requires some system, certainly it is a lot easier if you have got some systems in place
inthe first place. And I think itis OK to accept that there are some things you cannotreport on. | think
we kind of made that clear that, you know, you may need to build some new systems over time and
that may not be something you even do in the first or second year and may take a bit longer to
establish that kind of organization-wide system. It has been helpful having something that pulls
everything together into one place, and we have been able to use its content to help us report most
recently on the grand bargain and the charter for change.

Having everything in one place really helps, once you have that | think it is an important
accountability tool, so we have put it up on our external website where we put all our evaluations.
We want to be pretty transparent about it. | think that's been important. What we will do differently
nexttimeisto be a bit more organized in terms of the whole process, be much clearer on where we're
going to get inputs from, solicit a few more. We didn't include any stories of change so | think we
might kind of next time have maybe not an open call to the whole organization to submit some, but
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at least go to some targeted places where we know we could get some interesting stories of change
that could complement some of the more global information.

And yes, have a bit more of a collective approach to making those, you know, value judgments of
where we're kind of on track or off track or red, amber, and green. So, | think those would be the main.
And then there are a couple of areas where we're going to need to establish some new systems. And
in some cases, how you do that in a way that is compliant with data protection restrictions is not
automatically obvious. So, | think it'll be interesting to see when we start getting some reports from
others, well, what can we learn from how they have done it and what looks like a really good idea that
we can just adapt and copy and apply in our next reporting round.

We wanted to ask you if there are any concerns with sustainability, or what are the
sustainability measures we have putin place to ensure that we do not struggle to repeat this
part of our work going forward.

| think there were enough people collectively involved who are interested in this subject and itis a
passion project for them as well that even if | were ‘hit by a bus’ we could produce another report
nextyear. And we have tried to establish an ad hoc system to judge, say, are we mentioning partners
in our annualreport? We kind of created a link to a file that somebody could do a version of next year
without, without that being too complicated.

So thatis in terms of, | guess having done it once and being the first to do it, you don't want to then
suddenly start lagging behind and kind of having the Pledge for Change chasing up our report, you
know, eight months late and we still have not submitted. So, | think there is a certain amount of
organizational pressure we have created for ourselves that is probably healthy. Yes, and then | guess
it is also going to, in a way, we have had metrics we cannot report on. And so, it is having those
conversations about, what could we do to more automatically be able to do that going forward,
rather than either saying, no, we cannot report on it, or having to build something from scratch every
time we do the report.

Still on sustainability, are you relying on any big internal pledge champion to make this happen
or are you confident the system can repeatitself each time there is a need to report?

Like | said earlier, we have involved a lot of people who are passionate about the work. So hopefully
it should get easier each time. And | think also having done it once, it will be like you now know well
which part of which data system that you have fits where and so kind of just saying okay well this is
what we need to update next time we don't have to go through all that thinking from scratch about
oh here's the reporting format that we've only seen in in a kind of theoretical basis. We've actually
used it, and we can kind of work out what goes where and what fits where so I'm hoping kind of the
next process should be easier, quicker, but also better quality as we can learn from ourselves and
learn from others.

So, we are saying in essence that whether we have Jay still with CARE International or not, we
are confident that the system will be able to produce the reports in a timely manner.

I would hope so. Yes. - It should still be well within a year of the previous report. Put it that way. OK.
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Before we say goodbye. What recommendations would you want to offer to other signatories
who are looking to turn in their reports just like you have done?

I would say do not be too afraid of the format. And do not be too afraid about saying you cannot report
on some things and just report on what you can because it is about showing progress. So, you know,
whether you have more or less existing data to build on than CARE does, kind of doesn't matter. Itis
like, what do you have that you can use to show progress? Use it all. | think it is also a really good
Internal advocacy tool.

So, part of joining the pledge is we have made these big commitments. We have these big ambitions
to change ourselves as organizations, but that requires a lot of internal advocacies, as well as
advocacy with donors and others. This can be a good tool as part of thatinternalinfluencing process.
But yes, | would, and | guess the other thing is really do not let the perfect be the enemy of the good
enough. | mean, | think a good enough approach is so much better than we cannot do anything
because we have not got the perfect product that covers all of our organization.

We have committed to doing this reporting yearly. And how are organizations going to possibly
believe we will live up to the pledge if we cannot even do that. So good enough is definitely good
enough. Do not get too scared or freaked out by the idea that you must produce something perfect
and comprehensive, and that covers everything going on in your organization.

Any final words? Anything you think you want us to know that we have not touched on.

No, Blessing, that's everything, or probably another thing was it was positive and motivating to get
feedback from Kate in response to the report. So, you didn't feel you just submitted something into
the void, and you do not know what happens. So that was great to have some kind of useful critical
engagement with, it was really positive and really helpful and kind of motivating as well.

And | am happy to help, if anyone is worried about the process and wants to talk about it, wants to
have a chat about anything, | would be happy to speak to anyone in any of the signatory organizations
who are struggling with this at the moment.

That is really kind Jay. So, I will take that back to the team and yes, hopefully a few signatories
might be ringing you up for guidance and I think that will also serve some kind of motivation that
we are also able to network and learn and interact beyond the secretariat with and within the
signatories. So, thank you very much, Jay.

Okay my pleasure Bessing, lovely to talk to you.

Click here to read CARE International’s first annual self-report.
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