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Emergency Telecommunications Cluster

ANNEX 2 – ETC Strategy Elements
(Critical Success Factors)

Governance

One of the most critical components is to have effective and involved stakeholders to manage and support the Cluster in undertaking its mandate. Governance frameworks need to be defined at all levels: Interagency, Head Quarters, Regional Office and Country Office. Direct intervention will not be carried out without a pre-defined 'trigger' mechanism involving key stakeholders. Clear accountabilities must be established for ETC, and accountabilities negotiated with partners. This is to ensure most effective coordination and information across all levels, and will include:

· top level framework

· rules of engagement

· guidance principles

Staffing

Availability of a pool of experienced and skilled emergency telecommunications staff - especially for rapid response - has long been a major obstacle to ensuring effective interventions. ETC must identify a larger pool of both dedicated and stand-by staff across the agencies and NGOs involved. Agencies will need to share staff globally, and agree on a set of criteria to qualify their staff for deployment. Staff cannot be trained in an emergency, but need to enter with a minimum set of experiences. A capacity building and training curriculum need to be developed, to carry out effective training. Sufficient training funds will therefore be of outmost importance. In addition to the agencies and NGOs involved the  pool of staff will involve the private sector and the  establishment of a rooster.

Funding

ETC must have adequate pre-allocated funds to carry out a rapid response, as well as to train/develop staff resources, develop the technology solutions and processes. A pre-allocated minimum budget is needed to ensure immediate intervention and continued operations. Funds are needed for rapid assessment, rapid procurement and transport, and staffing.

The Flash Appeal mechanism will be used to replenish such funds. Several mechanisms will be developed and implemented for chargeback to agencies, and effective transfer processes. To achieve this it will be advisable to set up the Cluster as its own section.

Response time

ETC must be able to deploy staff and equipment in a timely fashion, in order not to lose critical momentum and opportunity. The response accountabilities must be defined according to a phased time line: immediate response, 1 week, 3 weeks, etc. To be successful, the business stakeholders need to be familiar with the agreed time based deliverables, and not expect full services immediately. Likewise, the response time of ETC will be depending on the response time of the Inter-Agency lead agency, the trigger entities, and other partners.
Infrastructure and Equipment

The immediate availability of pre-stock equipment is critical in any emergency. To improve support quality and reduce support costs all equipment needs to be standardized, well tested and evaluated. Standby agreements will also exist between vendors, agencies and NGOs to ensure availability of critical equipment including support/maintenance.

The ability to respond is impacted materially by the timely availability of equipment and the subsequent dispatch to the emergency location to facilitate the setting up of the required infrastructure. The two solutions envisaged for the rapid response are pre stocking of equipment "In- House" at an easily accessible location and supplier held stock that can be procured and delivered rapidly.  This will include:

· Pre-Stock In-house

· Pre-Built

· For the equipment held In-house, where possible we would pre-build those elements that can be stored in an assembled, easily transportable manner. 

· Supplier-held stock - Arrangements need to be made with suppliers of the key components of the equipment to hold stocks that can be delivered on very short notice. Current Long Term Arrangements (LTA's), for procurement of equipment can be updated to include specific requirements for "stocks held for call".  

Logistics/Supplies

The supply chain processes, including transportation arrangements, must be in place to expedite rapid delivery of pre-stock equipment, and the UN Country Teams need to negotiate agreements with government authorities (Customs) to allow timely entry and deployment of equipment and services.

Regulatory

ETC must have access to global information regarding regulatory requirements at critical sites, and develop a strategy to ensure Countries that have signed the Tampere Convention honor the commitments. To avoid delays a waiver of licensing - based on the methodology of the Tampere Convention - should be included in future basic agreement of each country.

Training

It is critical to provide training to ensure the availability of staff with the requisite level of skills and competencies to execute the tasks. Training will also provide a mechanism to ensure common understanding of policies, procedures and operating principles of the technology solutions applied to deliver the requisite services.

A training curriculum will be developed to map onto the various technical and operational as well as service delivery areas required to ensure that ETC resource persons are adequately equipped to perform their tasks at the desired level. A curriculum for field technical training will be developed with a correspondent modus operandus, as well as a curriculum for the training of trainers.

Training will include:

i) Emergency simulations training packages

ii) Training agreements to define roles, responsibilities and scope of the different training plans at different levels

iii) Standby partner training will be factored into the overall training plan. This will bring in added skills levels for the strengthening of the ETC capacities.

Communications Plan 

ETC needs to inform and communicate the scope and terms of reference roles, responsibilities and deliverables effectively across all agencies, humanitarian partners and stakeholders. To ensure targets are met it is necessary to set realistic expectations. Success stories and best practices also need visibility to ensure funding and support for continued Cluster operations in the future.

Service Objectives

To provide the Inter-Agency and NGO community with appropriate common ET Communications services to allow the field emergency staff to perform their crucial duties in an efficient and cost-effective manner. This must include 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

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