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Key conclusions of the workshop

a) Early recovery cannot be treated in the same way as the other clusters due to its cross-cutting nature. We must ensure, however, that it doesn’t disappear altogether. The lessons of past experience show that deliberate steps must be taken to ensure an early recovery focus at the outset of humanitarian operations. 
b) Early recovery is recovery that begins early in a humanitarian setting and is guided by development principles. This is achieved through a multi-dimensional process – encompassing livelihoods, shelter, governance, environment and social dimensions, including the reintegration of displaced populations – that stabilizes human security and addresses underlying risks that contributed to the crisis.
c) The Cluster Working Group on Early Recovery (CWGER) aims to enhance the global-level capacity for more effectively supporting the Humanitarian/Resident Coordinators in developing humanitarian and recovery-related interventions, accelerating the impact of development interventions, and integrating risk reduction measures at the very early stages of emergencies and beyond.
At global level:

d) The CWGER at global-level is driven by the level of support required at country-level. Its key functions are to: 
· Provide other clusters and humanitarian country teams with the guidance, standards, goals and tools required to integrate early recovery into their work, in both disasters and post-conflict settings, and to monitor their success in doing so.
· Provide direct support to the Humanitarian /Resident Coordinator and the Humanitarian Country Team.
· Ensure an adequate response to specific needs in key areas not addressed by the Humanitarian Response Reform framework.

e) The CWGER members will advocate that the Humanitarian Reform process adopts a more ‘mainstreamed’ approach to early recovery, i.e. early recovery be integrated in all other clusters, ER focal points be designated in all other clusters and coordinated by an ER support function at country level. This approach will be presented to the IASC WG in November 2006.

f) The CWGER members will communicate this approach and shared understanding of Early Recovery to HC / RCs and humanitarian country teams who will in turn inform governments and other recipients at country level, and to donors and other international financial institutions at global level.
g) UNDP as the ER cluster lead will work together with the CWGER members and the Emergency Relief Coordinator to mobilize resources, and to monitor and evaluate the response to ER needs.

h) As the ER cluster lead, UNDP will monitor the fulfillment of commitments made by the CWGER members in the jointly agreed work plan.

At country level:

i) UNDP accepts responsibility for ensuring that Early Recovery (ER) functions (advisors or units) are established as soon as possible to support HCs/RCs in roll-out countries and in new disasters. Cluster members should also ensure that such units are representative of the areas identified as priority needs by the cluster.
j) The CWGER, through these ER advisors/units, is accountable for ensuring that ER issues are addressed by other clusters/sectors. To make this happen, the other clusters will be asked to designate ER focal points. These focal points will interact with the ER support function at country level, which will in turn receive support and guidance from the CWGER at global level as necessary, and set clear and deliverable standards for others to implement.

k) UNDP will ensure through cluster focal points or members that early recovery needs which are not addressed by other clusters (e.g. land tenure, governance, livelihoods) are covered appropriately in each context. This may involve special efforts or ad hoc groups led by CWGER members or other qualified organizations at country level. In each country, the ER support function will monitor this process and inform the global CWGER if problems arise.

l) It is important to ensure that a new ER coordination body does not duplicate, impose, complicate or displace already functioning and well-accepted mechanisms.
m) There is a need for training of global and country-level ER cluster managers, who require good skills not only in recovery, but also in inter-agency coordination and team leadership.
I
Welcoming Remarks

Kathleen Cravero, UNDP Assistant Administrator and Director of BCPR/UNDP

Ms. Cravero welcomed participants to the workshop and began by outlining the main achievements and constraints of the Cluster Working Group on Early Recovery (CWGER) in the first six months of 2006.  Ms. Cravero set out the objectives of the workshop as follows: a) to improve a shared understanding of early recovery and the work of the cluster; b) to clarify the role of the cluster at the global level; and c) to agree on an achievable implementation plan for the second half of the year.  
Ms. Cravero stressed the overall purpose of the CWGER, i.e. to enable recovery to begin early in the humanitarian phase to restore the development trajectory disrupted by crisis. She emphasized the accountability of cluster members to provide appropriate support to the HC/RC and to the efforts of Humanitarian Country Teams to address the needs of those affected by crises. 
Ms. Cravero underlined the cross-cutting nature of the CWGER.  It cannot be designed in the same way as the other clusters.  She encouraged participants to think creatively about the best ways to ensure adequate attention for early recovery, building on existing mechanisms, and including regular support to and monitoring of country needs and progress.
II
Clarification of Early Recovery and the Challenges Ahead

Discussion chaired by Andrew Maskrey, CWGER Chair, BCPR/UNDP

Mr. Maskrey emphasized the importance of coming to a common understanding on what we mean by early recovery.  The definition offered within the background note circulated before the workshop
 is as follows: “early recovery is recovery that begins early in a humanitarian setting and is guided by development principles. This is achieved through a multi-dimensional process – encompassing livelihoods, shelter, governance, environment and social dimensions, including the reintegration of displaced populations – that stabilizes human security and addresses underlying risks that contributed to the crisis”.  
Without clarity on the concept of early recovery, and a clear understanding of how it differs from the broad areas of humanitarian assistance and reconstruction, it is difficult to move on to address the practical challenges that early recovery presents.  Mr. Maskrey stressed that what makes recovery different from mere rebuilding is the opportunity that it provides to both address and transform risk.  However, experience shows that collectively we are still not capitalizing on this unique opportunity to ‘build back better’.  There are multiple institutional challenges, as well as a lack of instruments, that have thus far prevented us from proactively helping countries and communities to effectively plan for recovery.
Participants offered differing views on the definition of early recovery.  Others expressed some frustration that a common definition has yet to be adopted and suggested that the CWGER move on to address more practical questions around the ‘what’ and ‘how’ of early recovery.  Participants agreed that the CWGER should, however, attempt to come to a basic consensus on the concept of early recovery, the goals and standards related to strategic planning for early recovery, and recommended tools for effective implementation of early recovery activities. These steps would help the CWGER move beyond the nucleus at HQ-level, to reach out to actors at the field-level who are faced with the reality of implementing early recovery activities on the ground. Some participants made reference to re-adopting the definition provided in the November 2005 Progress Report and work plan. 
III
The Roles and Responsibilities of the CWGER

Discussion chaired by Jahal de Meritens, BCPR/UNDP
Mr. de Meritens raised a series of questions for participants to bear in mind when considering the roles and responsibilities of the CWGER at the global level.  In particular, he emphasized that the role of the cluster at the global-level should be driven by the level of support required at field-level.  The work plan has been slightly amended to better reflect the cluster’s objectives and encourage a results-based approach.
Participants pointed to the existing CWGER work plan as a good way of clarifying roles and responsibilities within the cluster at the global level.  It was suggested, however, that more work needs to be done on defining goals and standards for early recovery, for application both by CWGER members and by other clusters.  There was general agreement that some of those goals and standards will differ depending on whether the cluster is operating in a post-natural disaster or post-conflict context.  
In terms of working with other clusters, participants recommended that the CWGER avoid trying to make space for early recovery as a discrete area of activity, but should rather influence, mainstream, and establish early recovery as a cross-cutting approach to be adopted by other clusters.  At country-level, there was general consensus that the role of the CWGER is to coordinate, facilitate, provide leadership and guidance, and set clear and deliverable standards for others to implement.  Participants again stressed that ultimately the process should be needs driven, and that a pragmatic and practical approach should be adopted to allow for flexible approaches to be adapted to different circumstances in roll-out countries.
IV
Lessons Learned: The Early Recovery and Reconstruction Cluster in Pakistan

Presented by Angelika Planitz, BCPR/UNDP
Ms. Planitz presented the main contextual challenges and the key lessons learned from the roll out of the early recovery cluster in the aftermath of the South Asia earthquake in October 2005
.  Here the cluster approach was implemented for the first time as a framework for coordinating emergency response.  Challenges for the Early Recovery Cluster included: a) an inconsistent understanding of the concept of early recovery; b) competing priorities between urgent humanitarian needs and early recovery requirements; c) a lack of predictable surge capacity for early recovery planning and coordination; and d) an unclear delineation of roles and responsibilities towards early recovery between the UN and the IFIs.  Key lessons learned were grouped according management of the early recovery cluster – e.g. the need for standard cluster activation procedures, and full government ownership of the cluster; and the functions of the cluster – e.g. the need for early recovery needs assessment methodologies, and an M&E framework for early recovery to monitor the results of early recovery initiatives.  Recommendations arising from the experience in Pakistan included the development of a global advocacy strategy for early recovery, the preparation of a comprehensive set of guidance material on early recovery for cluster members, and the need for early recovery functions to be more strongly reflected in the TORs of HCs/RCs.

Participants were asked whether the recommendations arising from the Pakistan earthquake experience were in line with their own priorities for promotion of early recovery at the country level.  There was general consensus, particularly from field-based colleagues, that the development of guidance, tools and methodologies would be a helpful and time-saving step forward.  Clearer demarcation of roles and responsibilities vis-à-vis the IFIs would also be welcome to avoid lengthy and problematic negotiations – for example, over joint needs assessments – during each new emergency.  It was noted that the recommendation to establish global surge capacity mechanisms to meet cluster needs in the field differs for natural disasters and post-conflict situations.  In the case of natural disasters, staff need to be deployed quickly; in post-conflict contexts, staff are likely to already be working, and only supplementary personnel may be required to bolster capacity.  In both settings, however, more work needs to be done to ensure that the right staff are deployed, with relevant skills and experience in early recovery issues and programming, and in inter-agency coordination   
The CWGER:

Requested that UNDP develop a comprehensive guidance note on early recovery planning and programming, to include agreed goals and standards for early recovery, as well as practical tools and methodologies such as sample TORs, checklists, step-by-step guides, templates, etc.  

Details can be found in the revised CWGER work plan for 2006, to be finalized and circulated shortly.

V
Further Clarifying the Role and Responsibilities of the Cluster: 4 working groups discussing country experiences 

Participants were divided between 4 working groups to take stock of results and constraints, and discuss future action in roll-out countries.  Groups discussed progress in 1) DRC & Liberia; 2) Uganda; 3) Indonesia; and 4) Somalia.  Common messages from the working groups included: 
· Timing – Early Recovery Clusters are being activated in contexts that are not necessarily early recovery environments in the strictest sense.  For example, in Liberia, where government actors have already made significant progress in terms of strategic planning for longer-term recovery and reconstruction; in DRC, where humanitarian workers and donors focus on life-saving projects in several provinces, whilst throughout the country much of the recovery work will be included in a post-election stabilization plan; or in Somalia, which is more commonly classed as a protracted emergency rather than an early recovery setting.

· Conflict versus Post-Conflict: Some groups also raised the challenges faced in using a standard cluster approach in situations of no peace-no war.  Clearly some of the countries where the approach is to be used are not stable post-conflict or recovery situations.  In this setting the UN may need to focus on peace keeping and humanitarian response and can achieve little in regards to recovery. 

· Working with existing coordination mechanisms –The role of an Early Recovery Cluster needs to be clearly defined in situations where existing coordination and facilitation functions are already in place. In these cases, it is important to assess the added value of an ER Cluster and ensure that a new coordination body does not duplicate, impose, complicate or displace already functioning and well-understood mechanisms. However, in DRC for example where the Return and Reintegration Group already exists, there is a need to ensure that early recovery is treated as a broader issue and not only as return and reintegration.
· Lack of human capacity – early recovery planning and programming requires different skill sets, experience and approaches to either humanitarian or development practice.  However, particularly in post-conflict situations, the same staff deployed in either humanitarian or development contexts are also often required to perform early recovery functions.  Early recovery cluster management also requires specific inter-agency coordination and team leadership skills.
· Resource mobilization – existing resource mobilization tools (e.g. CAPs, Flash Appeals) are often not suited for early recovery needs.  Donors also find supporting early recovery activities problematic using existing funding mechanisms.  New funding tools are not necessarily needed or desirable, but clarity on how to use or adapt existing tools is required.

· Institutional predictability – a level of predictability does not currently exist in terms of the willingness of agencies to commit to early recovery processes.  This applies in particular to UNDP in its role as lead agency for early recovery.  Commitment to early recovery approaches should not be dependent on personalities at the country level, and the availability of critical competencies to take on a strong leadership role.
· Inclusiveness – a more proactive engagement strategy is needed to widen involvement in early recovery processes.  This applies to government counterparts, whose capacity may need to be strengthened to engage in early recovery issues and take on a strong leadership role.  In terms of the NGO community, more needs to be done to encourage increased NGO involvement in the cluster at both global and country level, and to communicate the added value of NGO participation in the cluster approach.

· Demand driven – there was consensus that activation of an early recovery support mechanism and its eventual configuration should always be demand-driven and field-led, following a rapid analysis of existing mechanisms, government capacity and involvement, UNCT commitment, and donor support.
· Other issues discussed earlier in the workshop were echoed again by the working groups, such as the need for replicable tools and models to avoid agencies having to start from scratch each time (e.g. the Early Recovery Cluster in Uganda developed its own methodology for an Early Recovery Rapid Needs Assessment, and a database to store the information gathered); the need for clear guidance and procedures to allow for a more predictable and coherent approach to early recovery, including examples of best practice and replicable models that have worked well elsewhere; and, clarifying the remaining conceptual confusion about what issues the early recovery cluster should address and how.  In Somalia, for example, there are calls for a clear operational framework which clarifies who is doing what, harmonizes approaches, encourages buy-in from partners, and fosters joint programming.

VI
How Best to Promote Early Recovery at the Country Level

Group Exercise

Groups were asked to discuss how early recovery can be most effectively promoted at the country level.  Participants then presented the main principles that an early recovery support mechanism should promote, and their preferences for how a support mechanism would be structured at the country level.

Main principles - an early recovery support mechanism should:

· Promote an integrated approach to early recovery;

· Advocate for early recovery as a priority;

· Facilitate joint planning for early recovery;

· Assess and encourage government capacity and engagement; 

· Include other actors in early recovery discussions.
Preferred Structure – an early recovery support mechanism should:
· Be structured as an early recovery coordination unit to support the HC/RC;

· Integrate ER in all other clusters and coordinate focal points designated in each cluster through an ER cluster network;

· Link with a humanitarian coordination body providing support to the HC/RC. 

N.B. The adoption of the above principles and structure implies a clear agreement on a division of labor and accountability (towards ERC and HC/RC).
VII
Further Discussion on Promoting an Early Recovery Approach at the Country Level
Chaired by Andrew Maskrey, BCPR/UNDP

Inspired by the earlier group exercise on promoting early recovery in roll-out countries, agency representatives from FAO, ILO, IOM, UN-Habitat, UNHCR, UNDP, WFP, and representatives of inter-agency coordination mechanisms from ISDR, UNGO, OCHA, and an NGO representative from Oxfam-GB, met over lunch to prepare an agreed proposal for an effective early recovery support mechanism at the country level (arrangements for the CWGER at the global level remain unchanged). Bearing in mind the cross-cutting nature of the Early Recovery cluster, all representatives of agencies present unanimously agreed on the following approach
:

1. Reinforce the capacity of the RC/HC at the country level to support coordination, assessment, strategic planning, advocacy and resource mobilization for early recovery through the staffing of a dedicated RC/HC Early Recovery support function.  This would be deployed from the start of a crisis or disaster and could be housed within a joint UN coordination office, covering both humanitarian and recovery coordination. 

2. Use sub-clusters set up by the CWGER globally - (i) shelter, property and land issues, ii) livelihoods, iii) community-based approaches, iv) basic social services, v) rule of law , vi) environment, and vii) governance - when required, to drive issues at the country level, within the overall coordination framework proposed above.

In the short and medium-term, advocate for a more ‘mainstreamed’ approach of early recovery so that early recovery issues are addressed within other clusters; or else that cluster distribution is restructured / redefined to fully include these issues. In the ER cluster network, other clusters will be asked to designate ER focal points who will meet on a regular basis (although not as often as ‘humanitarian clusters’) to ensure an integrated Early Recovery approach.
 Participants requested clarification from the working group on how the proposal will be communicated – to field-based colleagues, other clusters, IASC Principals, and to donors.  Also, it was pointed out that the primary objective of the cluster leadership approach (and what distinguishes it from traditional sector-based coordination) is to ensure accountability by designating a lead agency for each cluster. This is how the IASC at the Principals’ level conceptualized and approved the approach.  Therefore, in opting for the above approach, the CWGER will need to be able to demonstrate convincingly that the issue of accountability (including the provider-of-last-resort role of the cluster lead) is properly addressed and ensured at the country-level.   A participant also cautioned that issues which are treated as cross-cutting, such as the environment or gender, often tend to slip through the cracks in the absence of a dedicated accountability structure.

The CWGER: 

Requested that UNDP work together with member agencies to develop a mechanism to discuss the suggested options with the IASC Working Group and to come to a final decision by the IASC Principals.  This approach will need to be shared with relevant humanitarian country teams, and issues of accountability will need to be satisfactorily addressed and understood by all.  
VIII
Review and Development of CWGER Work Plan Objectives for 2006

Facilitated by Remco van Wijngaarden, BCPR/UNDP

A working group reviewed the existing CWGER work plan for 2006, and considered how it should be refined and adapted in order for the objectives to be implemented within a realistic timescale.  The CWGER key functions remain to:

· Provide other clusters and humanitarian country teams with the guidance and set standards, goals and tools required to integrate early recovery in both natural disasters and post-conflict settings, and monitor their success in doing so
· Provide direct support to the Humanitarian /Resident Coordinator and the Humanitarian Country Team

· Ensure an adequate response to specific needs in key areas not addressed by the Humanitarian Response Reform framework.

Outputs were considered one by one, and corresponding activities were either legitimized or amended to clarify how they will be implemented.  Strict timelines were applied to each activity, and focal-point agencies were assigned to lead individual areas of work.   Participants discussed the need to carefully monitor delivery against work plan objectives.  Six months have already passed and there has been limited progress so far against the work plan that was proposed at the beginning of the year.  It was agreed that in the remaining six months of 2006, if focal-point agencies were not able to deliver against agreed deadlines then the CWGER retained the collective right to reassign activities elsewhere.  Focal-point agencies were reminded that they were not responsible for carrying out assigned activities alone; rather, that they are expected to facilitate, convene and lead, seeking assistance from other CWGER member agencies as appropriate.
The CWGER:
Agreed that UNDP will coordinate the finalization of a revised work plan for 2006/early 2007.  Comments and contributions from CWGER members are requested by 30 June, in order to allow UNDP to finalize the work plan by latest 5 July 2006.

IX
Standard Operating Procedures (SOPs): Activation of an Early Recovery Cluster and Deployment of Early Recovery Support
Facilitated by Maria-Olga Gonzalez, BCPR/UNDP

A working group reviewed a draft outline of SOPs
 prepared by Ms Gonzalez in advance of the workshop.  The draft SOPs cover a) activation/trigger for creation of an early recovery support mechanism; b) alert and activation messages; c) convening meetings; d) developing a cluster action plan; e) deployment of support for early recovery; f) information management and reporting; g) resources – both financial and human; h) roles, responsibilities and commitment of individual agencies; i) service packages - including equipment and methodologies; j) M&E and lessons learned; and k) cluster deactivation/phase-out. The SOPs were initially drafted in the context of post-natural disasters.  However, participants agreed that they could and should be adapted to also be applied in post-conflict environments.  Further work needs to be done collectively within the CWGER to finalize the SOPs and make them a useful reference tool for field-based colleagues.
The CWGER

Agreed that UNDP will coordinate the finalization of SOPs for early recovery support.  A revised draft will be circulated to workshop participants by 21 June 2006.  Comments and suggestions are requested by 27 June, in order to allow UNDP to finalize the document by latest 30 June 2006.

X
Outcome of Inter-Agency Information Management Workshop

Presented by Oliver Lacey-Hall, OCHA

Mr. Lacey-Hall presented the main outcomes from the Inter-Agency Information Management Workshop, which took place in Geneva from 7 to 8 June.  The workshop drew particularly on lessons learned from the experience of implementing the Humanitarian Information Centre (HIC) to support the newly implemented cluster approach in Pakistan following the earthquake in October 2005.  Main principles for inter-agency coordination on information management were agreed amongst participants at the workshop, including: a) an agreement that cluster leads should take responsibility within their clusters for gathering relevant data, leaving OCHA with the responsibility to coordinate the gathering and sharing of information across clusters; and b) the need to introduce common standards for information management in the cluster context.  Concrete recommendations for implementing the agreed principles were proposed and further work will continue in smaller working groups to take them forward.   A full record of the workshop will be circulated by OCHA in due course.

XI
Closing Remarks

Andrew Maskrey, BCPR/UNDP
Mr. Maskrey closed the workshop by thanking participants for their active and enthusiastic participation.  The workshop had served as a useful reality check, and an important opportunity to collaboratively take stock of both progress and the remaining challenges.  Mr. Maskrey observed that UNDP must dedicate more resources to the effort if it is to successfully carry out its role as lead agency for early recovery, and that it should do so early in order to realistically implement the work plan in the remainder of 2006.  Important decisions were made during the course of the workshop – in particular, a clear model was proposed for promoting an early recovery approach at the country level.  The task ahead will be to clearly communicate this to agencies in the field and to other partners.  Mr. Maskrey requested that participants remain engaged in the process of dialogue and collaboration, within the context of the CWGER, in order to continue to promote early recovery as a key issue within the Humanitarian Reform Process.
XII
Summary of Action Points

The CWGER:

	1
	Requested that UNDP develop a comprehensive guidance note on early recovery planning and programming, to include agreed goals and standards for early recovery, as well as practical tools and methodologies such as sample TORs, checklists, step-by-step guides, templates, etc.  

Details can be found in the revised CWGER work plan for 2006, to be finalized and circulated shortly.

	2
	Requested that UNDP work together with member agencies to develop a mechanism to discuss with the IASC Working Group the suggested approach for ‘promoting early recovery at the country level’, and to come to a final decision by the IASC Principals.  This approach will need to be shared with relevant humanitarian country teams.    

	3
	Agreed to ensure that issues of accountability are satisfactorily addressed and understood by all.

	4
	Agreed that UNDP will coordinate the finalization of a revised work plan for 2006/early 2007.  Comments and contributions from CWGER members are requested by 30 June, in order to allow UNDP to finalize the work plan by latest 5 July 2006.

	5
	Agreed that UNDP will coordinate the finalization of SOPs for early recovery support.  A revised draft of the outline will be circulated to workshop participants by 20 June 2006.  Comments and suggestions are requested by 27 June, in order to allow UNDP to finalize the document by latest 30 June 2006.


� The background note can be found on the CWGER website at � HYPERLINK "http://www.undp.org/bcpr/iasc/pages/meetings.shtml" ��http://www.undp.org/bcpr/iasc/pages/meetings.shtml�





� The full presentation can be found on the CWGER website at � HYPERLINK "http://www.undp.org/bcpr/iasc/pages/lessons_learned.shtml" ��http://www.undp.org/bcpr/iasc/pages/lessons_learned.shtml�





� The option: Create an early recovery cluster at the country level [run the same way as the other clusters] as an umbrella  for recovery  issues that are not addressed by other clusters (e.g. rubble clearance, cash-for-work, rehabilitation of local government, etc.) was therefore disregarded.


� A draft outline of the SOPs can be found on the CWGER website at � HYPERLINK "http://www.undp.org/bcpr/iasc/pages/working_documents.shtml" ��http://www.undp.org/bcpr/iasc/pages/working_documents.shtml�
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