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I.
Background

The Outcome Statement of the IASC Principals meeting of 12 September in New York asked
 the Cluster Leads - with the full support of members - to progress the following priority actions in the period to December 2005: 

1
Decide how the cluster will substantially improve the humanitarian response within the sector for new emergencies.

2
Complete assessment of capacities and gaps in the sector. 

3
Carry out specific capacity mapping and response planning in consultation with the Humanitarian Coordinators to improve response in a selected number of existing emergencies.

4
Improve non-UN actor involvement in the process, building on regional/national capacities.

5
Ensure integration of cross-cutting issues such as gender, age and diversity; HIV/AIDS; human rights.

6
Undertake coordinated response planning and preparedness measures, build links between clusters and prevent duplication with other structures.

7
Prioritize actionable recommendations for 2006 implementation.

8
Develop recommendations on outstanding cluster specific issues, such as the broader protection framework.

9
Develop a plan for a phased introduction.

10
Prepare cluster-specific resource requirements.

The same IASC meeting approved the following ETC recommendations:

· Approval of the re-defined cluster lead roles and the assignment of Process Owner, Data Service Provider, and Security Telecommunications Service Provider roles by OCHA, UNICEF, and WFP respectively. See Annex 1 (ETC report to the IASC of 22 August 2005) for a description of the roles of the process owner, service providers and services descriptions.

· Identification of funding required/ indication of the number and size of emergencies to be used as planning figures (3 large emergencies in 2006 with 500,000 beneficiaries each.)

· ETC to be mainstreamed into UNDAC missions. A standby roster of ET assessment experts will be established. At a minimum, WFP, UNICEF and UNHCR must provide 2 standby assessment experts each.

3.
Since the IASC Principals meeting of 12 September, the ETC members maintained active contact including through formal meetings at global level as well as teleconferences and field levels. The members included UN agencies, the Red Cross movement, NGOs and private sector members. This report also draws from Cluster work experience in relation to the South Asia Earthquake, including meetings held in Geneva, Islamabad, and in the disaster area, and joint coordination, planning and information management work carried out in this acute emergency context.

II.
Improving Inter-Agency Emergency Telecommunications Response

The participating agencies fully support the cluster approach and believe that it will be a significant contribution to improve humanitarian response by providing essential ET services. The ETC strategy is guided by the principles of preparedness, sustainability, timeliness, predictability, resource mobilization, standardization, coordination and continuous monitoring. The strategy has been used to identify gaps, recommend preparedness measures and prepare the implementation plan. It focuses on preparedness, response, and evaluation. It also addresses critical success factors as outlined below and presented in greater detail in Annex 2:

Governance

Roles and responsibilities must be defined at all levels: Inter-Agency, Headquarters, Regional Office, Country Office, as well as non-UN partners. 

Staffing

A roster of dedicated and stand-by staff across agencies with required skills covering Inter-Agency, NGOs and the private sector.

Funding

Pre-allocated funding for rapid response, to train/develop staff resources, develop technology solutions and processes, and appropriate financial mechanisms (charge back, transfers).

Response time

Response accountability defined according to a phased time line (immediate, 1 week, 3 weeks, etc.)

Logistics/Supplies

The supply chain processes to expedite rapid delivery of pre-stock equipment, and agreements with government authorities (customs) to allow timely entry and deployment of equipment and services.

Training

Training on common technologies and procedures is essential to ensure requisite level of skills and competencies to execute the tasks are available.  Agencies remain responsible for the training of their own technical staff.

Communications Plan 

The plan must be communicated to all humanitarian partners explaining roles, responsibilities and deliverables.

Service Objectives

To provide the Inter-Agency and NGO community with a common and adequate ET Communications services to allow the field emergency staff to perform their crucial duties in an efficient and cost-effective manner, and includes a clear service description.

Preparedness and Planning

Key requirement to successful emergency response to provide effective, efficient, timely and adequate emergency response with major components: people, policy, procedures and technology and addressing human resources, equipment and partnerships.

Compatibility and Interoperability 

Essential to ensure there is interoperability among UN agencies and partners and extension of existing infrastructure.

Standards

Standard operating procedures, technical standards, definition of ET services, training modules minimum technology base, which allows pre-stocking and uniformity of cross training between agencies and NGOs.

Standby arrangements

To ensure sufficient staff, stock and funds are on stand-by for emergency deployments, training and contingency planning; Maintain equipment stock and standby personnel

Post Emergency Phase

Evaluation and lessons learnt to feed back into preparedness. 

Addresses requirements to ensure sustainability of services at the completion of the ETC project.

III.
Capacities and Gaps

The current combined capacity of the ETC members is insufficient to fulfill the defined cluster role and activities. In order to augment such capacity, it is essential that the necessary funding be made available.

While cluster processes are expected to provide both short and long-term benefits, the design and initial phases of implementation generate additional overheads. In the ETC, equipment stocks, preparedness resources, Inter-Agency coordination staff and training would be immediately required.

ETC carried out an inventory of existing capacity and resources as per Annex 3. This capacity should not be considered as being exclusively available for Inter-Agency operations, as it is designated to satisfy individual agencies operational needs. The financial proposal (see section IX) has been specifically developed taking advantage of existing capacity, augmenting it where necessary and ensuring availability of core professional Inter-Agency resources.

IV.
Response in Selected Existing Emergencies

Agencies involved in the ETC have implemented different joint ET response models since the Iraq crisis, and developed a joint approach defined as IAET, approved by the IASC in 2004. See Annex 4 (IAET Mission Statement and Activation Guidelines 17-19 November 2004).

This background work proved to be an essential foundation for the ETC concept. However a clear migration path from IAET to the ETC model needs to be implemented.

IAET model outline
The IAET model was established by the Working Group on Emergency Telecommunications (WGET), and was adopted for the first time in the emergency in Liberia 2004. The model focuses on the appointment of a “Telecommunications Coordinating Agency” (TCA similar to today’s Cluster Lead Agency) on a case-by-case basis, considering which agency is best positioned to provide lead services in a specific emergency. Such decision would be made in a forum chaired by OCHA and involving all WGET participants, mostly by considering the availability of resources on the ground. ICT resources were then pooled to optimize joint project delivery.

The Tsunami emergency
The IAET model was generally applied in the Tsunami emergency. At the beginning of the year the main challenge was that all humanitarian agencies were already fully committed to the two operations in Sudan and Chad, and resources and assets were extremely scarce. The appointment of a TCA was initially difficult and OCHA took upon itself the coordination of the operation and the appealing / fund-raising tasks, a concept that was adopted for the ETC distribution of roles.

WFP was later appointed as TCA, and the common service operational functions were distributed between UNICEF (data telecommunications) and WFP (security telecommunications).

The Tsunami emergency was therefore the precursor to today’s ETC concept, which defines:

1
OCHA’s role as emergency coordinator, with appealing and fund-raising responsibility. Later on, such role was further refined and called “Process Owner”;

2
UNICEF’s role as “Service Provider” for data communications;

3
WFP’s role as “Service Provider” for security telecommunications

The South Asia Earthquake emergency

The concept of the cluster approach was applied during the South Asia emergency. As such, ETC was able to respond to the emergency in a coordinated manner including the participation of NGOs. Given the funding limitations, the initial response to the emergency may not have been possible under the IAET approach.

The following issues were highlighted:

· Lack of clarity regarding fund-raising activities, and the scarcity of funding for the emergency, led to a shortage of financial resources to implement the ET project. This issue was addressed and resolved at the ETC November meeting in Geneva.

· The early introduction of the cluster approach caused confusion at the country level.

· The need for a clear migration plan from the IAET concept to the ETC model has been included as a task in the ETC implementation plan.

V.
Non-UN Actors Involvement 

The WGET/IAET concept already included NGOs, the Red Cross movement and the private sector. The involvement of NGOs has been further enhanced through closer collaboration with NetHope (a consortium of more than 15 large NGOs) and Télécoms Sans Frontières during the South Asia response.

During the ETC meetings, some NGOs (NetHope and Télécoms Sans Frontières) as well as private sector members have expressed their strong desire for closer collaboration with UN agencies, if possible on a more formalized basis.

The capabilities of these organizations, which could be shared with UN Agencies, include:

· Emergency Telecom coordination and ICT support to NGO community

· Technical Assistance with telecommunications equipment and services 

· First Responder capability

· Loan of small or specialized equipment

· ET assessment capacity in remote locations

· Provision of support technicians, possibly sharing costs

· Sharing of services provided by private sector donations

UN capacities, in which these organizations would like to participate, where feasible, are:

· Security Telecoms access and assistance with radio programming

· Radio documentation & training

· Access to technical standards

· Internet Hot-spot provision

· Assistance with regulatory, customs, and visa/immigration problems

· Access to Internet by dial-up or wireless.

· Other transport support

It is expected that increased information sharing, especially concerning technical experiences in a rapidly evolving technological environment, will be of significant benefit to both UN & non-UN players.

Member States and Government/Regulatory bodies:

Bringing the Tampere Convention to the attention of Member States is viewed as a valuable action on the part of ETC. This could benefit both UN and non-UN organizations in that the UN and Specialized Agency conventions pre-date modern technology. The promotion and application of the Tampere Convention is done by the WGET secretariat. The same secretariat is responsible for ensuring the maintenance of the Central Register of Emergency Telecommunications resources including international and local capacities (ISPs, operators, etc.).

VI.
Cross-Cutting Issues 

ETC will provide services to the other clusters, UN organizations, NGOs and other partners. There will be specific cross-cutting issues relating to the other clusters. The cross-cutting activities will be bi-directional in nature.  It is expected that the various clusters will work in a collaborative nature based on clear indications of inter-cluster expectations.

The inter-cluster cross-cutting issues identified to-date by the ETC are outlined below.  This list will need to be augmented by any cross-cutting issues outlined by the other Clusters:

1. IASC – Activation and funding mechanisms to be clearly defined for all clusters. 

2. Logistics / UNJLC – The Logistics Cluster may be requested to assist in Transport activities of equipment into the operational area.  Both WFP and UNICEF have their own internal logistics capacities but may rely on the Logistics Cluster to handle surge requirements.

3. Camp Management – this cluster may be requested to supply the facilities to house the radio room, internet hot spots, electrical supply, sites for VSAT dishes, sites for radio antennae, etc.

4. All Clusters – ETC will supply training to other clusters in the services and processes of ETC. This will also allow any other cluster to advocate for/present the ETC activities in a standard manner.

5. All Clusters – ETC will supply a Communication Plan to all clusters outlining the services supplied, and the requirements each cluster member must meet in order to ensure effective service provision.  The communication plan will also outline the types of service provision status reports which the cluster will provide.

6. UNDAC – ETC is planning to add ET members to the UNDAC missions in order to accelerate the assessment of ICT needs in emergency areas. ETC will supply names of individuals available for participation in the missions and the individuals will receive training in the UNDAC response process.

7. UNHAS – ETC may request the UNHAS to assist in the movement of staff and/or equipment within the operational zone.

8. HIC – ETC will utilize the services of the HIC in the propagation of cluster information.  The goal of the cluster is to be as transparent as possible through the dissemination of information at each stage of the emergency.

VII.
Response Planning and Preparedness Measures
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Preparedness

Preparedness is critical to any successful emergency response. Even though it is difficult to plan for or predict the requirements of an emergency, it is nonetheless essential that ETC fine tunes its planning capabilities and enhances its preparedness capacity in order to provide effective, efficient, timely and adequate emergency response.

A major constraint to preparedness planning is funding availability. It is however crucial that ETC seeks to source the required investment in support of preparedness and subsequent response. It is always difficult and not self-evident to acknowledge the value of and/or the return on investment until an emergency strikes.

As per the strategy elements defined in section II of this report, preparedness will focus on the following areas:

Human Resources - Human resources are essential to successful planning and subsequent implementation of any emergency response plan. Competent persons with relevant skill sets and in sufficient numbers must be made available to facilitate the implementation of the plan.

Human resources issues will be addressed as follows:

· Definition of specific intervention time frames and maximum deployment times.

· Definition of technical functional profiles and competencies for each of the activities required within specified timeframes.

· Development of a roster.

· Development of stronger partner relationships.

Training - Training is critical to ensure the requisite level of skills, competencies and provide a mechanism to ensure common understanding of policies, procedures and operating principles
· A training curriculum will be developed to address the various technical and operational areas including training of trainers.

· Training packages will be developed to facilitate emergency simulations as part of an overall preparedness exercise.

· The provision of training to and by standby partners will be factored into the overall training plan. This will bring in additional skills to strengthen cluster capacities.

Equipment - Essential equipment must be made available at the onset of an emergency.

· Purchasing and pre-stocking of standard equipment will be required to respond to two simultaneous emergencies.

· Long-term arrangements will be established/updated with vendors and service providers to maintain sufficient stock levels and rapid delivery terms. 

Partnerships - It will be critical to develop strong partnerships among all humanitarian agencies, NGOs and standby partners. This will allow for greater sharing of resources both for preparedness and response.

Response

In order to provide rapid response during an emergency, the following modular approach will be implemented:

· The response will be divided into pre-defined response timeframes within 1 week, 3 weeks, 8 weeks and beyond 9 weeks.

· Within each phase specific services and resource requirements are defined, ensuring that service requirements are met with the appropriate resources at the right time.
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VIII.
Plan for a Phased Introduction and Recommendations for 2006 Implementation

Pre-Start Date 

· Define procurement plan for the augmentation of existing equipment levels.

· Proceed with the inclusion of ETC members into the UNDAC roster.

· Define criteria for accepting invitation to participate in an UNDAC mission.

· Update WGET workplan to align with ETC activities.

· Define method of making funding available to individual agencies for immediate use.

· Define the financial tracking and reporting requirements to be used by each agency.

· Define reporting requirements to OCHA to initiate funding increments if initial funding is incremental.

· Reach final agreement on roles and responsibilities of the tripartite group including roles in-country.

Within Start Date + 2 Weeks

· Perform any potential internal reorganizations which may be required to meet the new ETC requirements.

· Produce a joint project plan for the implementation of preparedness activities

· Initiate procurement actions to augment equipment needs to meet minimum level

· Initiate staffing actions in each agency to fill approved positions

· Identify consultants/standby partners available to fill new roles pending recruitment

· Arrange the UNDAC training.

· Identify ETC tri-partite meetings on a regular basis throughout the year

· Identify list of emergency response procedures that need to be updated. Initiate a project to perform the updates.

· Reach agreement within the overall Cluster working groups on the activation process.  This must be propagated to all partners in order for all concerned to be aware as to which emergencies they should expect to receive ETC services. (i.e. the ETC is only funded and staffed to respond to 3 emergencies per year).

Within Start Date + 1 Month

· Complete equipment procurement actions

· Identify pending standards and update WGET workplan accordingly.

· Create training plan for the year

· Create advocacy plan for the year

· Finalize emergency response arrangements within the agencies and coordinate within the cluster. 

· Update the IAET process to align with the ETC approach including updated activation and handover procedures.

· Initiate the service management plan including standard project management and project reporting templates to be used in preparation and during the emergency, operations plan, budget reporting, periodic status reports, service provision reports, etc.

· Initiate Information Management project for collaboration tools (web pages, repositories, links, templates etc.)

Within Start Date + 3 Months

· Initial preparedness phase for the first ETC response.

· Finalize emergency response procedure definitions.

· Finalize the service management plan.

· Confirm readiness of the organizations and information dissemination.

· Finalize staffing actions in each agency to fill approved positions.

· Regular discussions with other clusters concerning inter-cluster issues to be initiated.

Within Start Date + 6 Months

· Final preparedness phase for ETC response complete

· Prepare for the Triplex training in May and September

· Update SOP’s based on the emergency response to-date

· Complete and implement information management project for collaboration tools (web pages, repositories, links, templates etc.)

· Finalize staffing actions in each agency to fill approved positions

Within Start Date + 12 Months

· Refine estimates for funding requirements in following year to be based on revised equipment costs and process updates learned during current year.

· Create workplan for following year aligned with WGET and agency workplans.

· Evaluate/Update ETC progress and status

· Obtain additional funding for running costs / project continuation

IX.
Resource Requirements

The budget included below reflects both process start-up and implementation costs, included as “Preparedness costs” and “Response costs”.

Preparedness costs include the necessary resources, equipment, staffing and training, required for ensuring that an adequate capacity is built within each of the three agencies to be able to implement their respective cluster roles. It should be noted that currently the capacity does not exist to meet the requirements of even a single emergency – Inter-Agency operations to-date have been implemented on a best-effort basis using agencies already scarce resources.

Funding for equipment is required to augment existing Agency stocks to meet Inter-Agency requirements, and will then be made available in emergencies on a full cost-recovery basis to ensure stock replenishment. Equipment mobilization will require up-front funding.

Staffing costs include the necessary project management and support resources in addition to technical resources that will be deployed in emergencies. Preparedness staff therefore offset some emergency staffing costs. Staff mobilization will require up-front funding for travel expenses.

With the exception of stock enhancement, preparedness costs are to be considered yearly recurring costs.

Response costs are estimated on the basis of recent experience and IASC planning assumptions for common services funding requirements, and include replenishment of preparedness equipment stocks.


X.
Recommendations On Outstanding Cluster Specific Issues

1. The budget requirements for ETC are split into Preparedness and Response costs.  It is critical that Preparedness recurrent funding is provided for the life of the Cluster concept beyond 2006.

2. The equipment needed for the emergency will be supplied from the emergency response stock. The cost of that equipment must be reimbursed through the Emergency Appeal in order to replenish the equipment response stock in preparation for the next emergency.

3. The funding must be made available at an early stage in order to begin the deployment of staff and equipment. The implementation planning is linked directly to the receipt of Preparedness funds.

4. It is crucial to implement the support mechanisms to enable effective budget and asset tracking, stock level control, charge-back status, etc. As the individual ETC agencies will have significant financial and technical assets under management, the agreed mechanisms must be in place from day one.

Assumptions:


Start date = date on which funding is accessible by the ETC agencies


The planning dates will be impacted in case of major emergency within the first six months
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Executive Summary


In the context of the structure approved by the IASC principals, the Emergency Telecommunications Cluster (ETC) has developed strategy elements and Planning & Preparedness measures to provide a more timely and effective Inter-Agency Emergency Telecommunications (IAET) response capability with clearly defined services. This work has been much aided by the experience gained through the IAET common service activation in five recent emergencies.





A plan for 2006 preparedness activities has been prepared, with resource estimates taken into account existing capacities (including non-UN actors, standby partners and the private sector). In addition, estimated funding requirements have been developed for three major (500,000 beneficiaries) emergencies in 2006, two of which could overlap. Inter-Agency service provision will be more timely, predictable and effective than that provided previously by multiple individual Agencies. It targets most UN agencies and humanitarian partners and will especially benefit organizations with smaller operations.





The following issues are considered to be of particular importance:





Execution of the 2006 ETC Preparedness Plan is critical for Agencies to build the capacity, which currently does not exist, to respond to emergencies in a timely and effective manner. This plan will require funding of $6,680,000 in 2006 and estimated additional funds of  $3,507,000 for recurring preparedness costs in 2007 and thereafter.





The estimated ETC funding requirement per emergency, under the IASC planning assumptions, is $3,255,000. This would cover equipment costs and 6 months recurring costs at five separate sites.





Immediate funding for stock replenishment is essential to ensure availability of sufficient equipment stocks to respond to overlapping emergencies.





Emergency Telecommunications (ET) infrastructure is capital-intensive and directly related to the number, locations, proximity and distribution of the humanitarian operational areas. 





The final report of Emergency Telecommunications Cluster submitted to the IASC WG meeting covers additional aspects such as the detailed preparedness plan, existing capacities and gaps as well as cross-cutting issues.
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Budget Summary

		ET Cluster Response

		Budget estimate

										OCHA		WFP		UNICEF

		Total Staffing costs						$903,100		128400		496,100		278600

		Total Equipment & Freight costs						$1,692,723		0		529,223		1163500

		Total Recurring Costs						$285,000		0				285000

		Sub Total						$2,880,823

		13% Program Support Costs						$374,507

		Total cost per emergency (USD)						$3,255,329

		ET Cluster Preparedness

		Budget estimate

		Total Project Coordination						$3,103,930		348500		1,262,000		1493430

		Total Equipment & Pre-Stock for 2 concurrent emergencies						$2,807,945		30000		1058445		1719500

		Subtotal						$5,911,875

		13% Program Support Costs						$768,544

		Total Estimated Preparedness cost (USD)						$6,680,419

		Total Cost for 3 Emergencies

		Budget estimate

		Total Response Cost				3		$9,765,988

		Total Cost for 3 Emergencies (USD)						$9,765,988

		Yearly Recurring Preparedness Cost

		Budget estimate

		Yearly Preparedness Cost						$3,507,441

		Yearly Recurring Preparedness Cost						$3,507,441



sfazio:
Deducted cost of 10 vsats due to inter-agency in-house stock



Existing Capacity

		ET Cluster Response

		Budget estimate

		Total Staffing costs						0

		Total Equipment & Freight costs						0

		Total Recurring Costs						0

		Sub Total						0

		7.5% Program Cost						0

		5.5% Interagency Support Cost						0

		Total cost per emergency (USD)						0

		ET Cluster Preparedness

		Budget estimate

		Total Project Coordination						0

		Total Equipment & Pre-Stock						0

		Subtotal						0

		7.5% Program Cost						0

		5.5% Interagency Support Cost						0

		Total Estimated Preparedness cost (USD)						0

		Total Cost for 3 Emergencies

		Budget estimate

						#

		Total Response Cost				3		0

		Total Preparedness Cost				1		0

		Total Cost for 3 Emergencies (USD)						0





Net Budget

		ET Cluster Response

		Budget estimate						Required		In-House Capacity		Net Requirements

		Total Staffing costs						0		0		0

		Total Equipment & Freight costs						0		0		0

		Total Recurring Costs						0		0		0

		Sub Total						0		0		0

		7.5% Program Cost						0		0		0

		5.5% Interagency Support Cost						0		0		0

		Total cost per emergency (USD)						0		0		0

		ET Cluster Preparedness

		Budget estimate						Required		In-House Capacity		Net Requirements

		Total Project Coordination						0		0		0

		Total Equipment & Pre-Stock						0		0		0

		Subtotal						0		0		0

		7.5% Program Cost						0		0		0

		5.5% Interagency Support Cost						0		0		0

		Total Estimated Preparedness cost (USD)						0		0		0

		Total Cost for 3 Emergencies

		Budget estimate						Required		In-House Capacity		Net Requirements

						#

		Total Response Cost				3		0		0		0

		Total Preparedness Cost				1		0		0		0

		Total Cost for 3 Emergencies (USD)						0		0		0






