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I Narrative Summary
In April 2010, the Cluster Approach Evaluation Phase 2 (CE2) was presented to the IASC WG. A Task Team on the Cluster Approach (TTCA) was established to ensure a harmonized approach to addressing policy issues related to the cluster approach and so to strengthen the effectiveness of the cluster approach. The Task Team’s priority activity was to draft a Management Response Plan (MRP) to CE2 which was submitted to the IASC Working Group (WG) for consideration in October 2010.  During the November 2010 IASC WG session, the Task Team was asked to re-prioritise action points from the MRP which, when implemented would have the most immediate and tangible impact in terms of improving cluster response at country level.  The TTCA held a well attended prioritization workshop on 6 December 2010 and, as requested by the WG, sought the views of colleagues who had recently returned from field missions to garner pragmatic, operational insight.
The prioritised six main objectives (1-6) from the MRP for implementation by the TTCA in 2011 are developed below and cross-referenced with the Recommendations from the 2010 Cluster 2 Evaluation. They are included in the 2011 work plan, along with remaining tasks from the TTCA Terms of Reference (objectives 7 & 8).
The priority actions from the CE2 MRP identified by the TTCA members for their attention in 2011 are:
(1)  Preparedness (CE2 sub-recommendation 1.1 and 1.2).  The TTCA recognizes the need to link up with IASC SWG on Preparedness and the inter-agency contingency planning process to ensure that the work of each group complements the other.  However, there are some particular cluster-related issues the TTCA would like to address, namely:

· Ensuring that prior to activation, existing coordination mechanisms on the ground are mapped.  This could be done by incorporating this requirement in guidance for RC/HCs on the activation of the cluster approach, i.e. upon activation, the overall coordination structure would include a strategy to ensure it is complementary and builds upon existing nationally-led in-country coordination structures; each cluster would outline how it intends to work with national counterparts to complement/support the existing in-country coordination structure;

· Finalization of an IASC Guidance Note on working with national actors, building on previous work.  This note would include sections on working with national actors on preparedness, capacity development and capacity building (as already outlined in the MRP).  
To take the lead:  OCHA, UNICEF and WFP (the latter are co-chairs of the SWG on Preparedness).
(2)  Transition (CE2 sub-recommendations 1.1, 1.3 & 2.6).  The TTCA recognizes that other groups are working on the larger picture of transition from the emergency phase to development.  The TTCA would like to focus on the cluster part and:

· Produce guidance on transition/adaptation of clusters in the post-emergency phase.  This will necessarily include transition/adaptation of the HCT, so the TTCA will liaise with the IASC Humanitarian Coordination Group where necessary.
To take the lead:  UNDP and OCHA
(3)  Inter-cluster coordination and clarification of the role of OCHA in humanitarian emergencies (CE2 sub-recommendation 2.2).  

· TTCA to contribute to OCHA’s efforts to complete guidance on inter-cluster coordination.
To take the lead:  OCHA, in consultation with all TTCA members and individual clusters
(4)  Strengthening the leadership roles of NGOs in clusters (CE2 sub-recommendation 2.5).  As a starting point the TTCA agreed to gather existing ‘good practice’ of NGOs taking leadership roles in clusters at the country level with a view to demonstrating how it can work well in practice.  This would lead into:

· The TTCA agreeing a glossary of common terminology to be used, i.e. what co-leading, co-stewarding and co-chairing of clusters at the country level means and what the implications of each are in terms of accountability (while recognizing there will not be a one-size-fits-all model for all clusters); 

· Preparing for a policy discussion (eventually at IASC WG) on this issue.

The issue of Provider of Last Resort (PoLR) (CE2 sub-recommendation 5.4) was discussed, and whether, as a priority, the concept should be revisited in the light of experience (in practice, GCLAs have tended to be advocates of last resort).  To be a Provider of Last Resort has important implications for any discussion on NGO co-leadership of clusters at the country level, since it is often used as an argument for why NGOs cannot assume co-lead roles.  It was therefore agreed that:

· GCLAs should share their experience of PoLR with the TTCA, i.e. their understanding of the principle and how it has worked in practice;

· Depending on the results, this may lead to preparation for a policy discussion at the IASC WG to amend the current IASC Guidance Note on PoLR. 
To take the lead:  A small group including SAVE, WHO, Merlin and OCHA. If needed, dedicated capacity would be sourced to lead this project on behalf of the TTCA.
(5)  Improving accountability to affected populations (CE2 sub-recommendation 3.2). The TTCA recognizes that a great deal of work has been done on this issue by various organizations including ALNAP, SPHERE and HAP, but what is needed is for this to be translated into practical tools clusters can use at the country level.  It was agreed that:

· The TTCA would organize a workshop/discussion between clusters and experts on this issue, the result being that clusters would have practical tools they could readily adopt and pilot in the field;

· The clusters will then fulfill the action point in the MRP, i.e. “clusters to adopt an accountability feedback mechanism for affected populations and ensure (i) that it is piloted in 3 agreed countries by all clusters over the next 2 years, and (ii) it is included in all future cluster guidance and training.
To take the lead:  OCHA (to organize the workshop), GCLAs to implement.
(6) Develop mechanisms for monitoring the performance of clusters at the country level (sub-recommendation 2.8 in MRP).  Monitoring indicators would look both at the functioning of the cluster as a partnership and coordination model as well as monitoring the delivery of services/activities. As a starting point, it was agreed:

· Clusters who have already developed their own internal performance monitoring tools would share these with the TTCA for review;

· Decide whether a cross-cluster tool could be developed (building on previous attempts).
To take the lead:  WHO
The TTCA will ensure that early recovery and cross-cutting issues are taken into account when implementing the action points in the TTCA work-plan. Strengthening humanitarian leadership was also identified as a top priority. However, this issue falls under the remit of the IASC HC Group and is therefore not included in the TTCA work-plan for 2011.    

II Work Plan for 2011
See Table Below
All of the work will start in January under the leadership of assigned focal persons/groups. The wider Task Team membership will be consulted continuously throughout. The Co-chairs will maintain overall oversight throughout the year, with OCHA-HCSS providing Secretariat support. The Task Team will meet monthly to assess progress and to focus on the substance of each of the priorities as necessary. The TTCA will also meet periodically with the GCC on strategic and operational issues. 
III Key Expected Outcomes 2011
Five proposed outcomes that are to be achieved in 2011.  

· Greater strategic and operational coherence for results – strengthened inter-cluster coordination.
· Streamlined coordination structures building on local and national capacity – working with national authorities both pre and post-emergency phase.

· In-country capacity leveraged for improved coordination and capacity – NGO leadership promoted at the country level. 
· Affected populations are consulted and help design relief effort – accountability feedback mechanism developed. 

· Measurable impact of overall humanitarian effort - cluster performance indicators articulated.

III Work Plan for 2011
	Objectives
	Activities
	Focal point(s)
	Timeframe
	Status / Update

	1. Strengthened Inter-Cluster Coordination; Defined role of OCHA in Humanitarian Emergencies
	· Develop Guidelines for Inter-Cluster coordination, aimed for OCHA-specific and wider IASC use. 
· Disseminate Guidelines to all Country Cluster operations
	OCHA
	By April 2011
	Draft under discussion with OCHA HCSS

	2. Improved timeliness and preparedness by linking Clusters more closely with national actors, and other coordination mechanisms.
	· Finalise IASC Guidance note on working with national authorities and local actors
· Revise activation process to include mapping in-country coordination capacity and ensuring complementarity/support to existing coordination structure.
	OCHA, UNICEF and WFP (SWG on Preparedness chairs)
	By March 2011
	

	3. Clarity on how Clusters may be transitioned or adopted during the post-emergency phase
	· Produce guidance on transition/adaptation of clusters, including on the HCT. 
	UNDP and OCHA 
	By May 2011
	

	4. Strengthened leadership roles of NGOs in clusters at the country level
	· Collate ‘good practice’ of NGOs in leadership role, agreeing to a glossary of common terminology.

· Survey experience of clusters as Providers of Last Resort 
· Preparing policy discussion for IASC WG on NGO Cluster Leadership, including issue of Provider of Last Resort.


	Save the Children, WHO, Merlin and OCHA and others
	By December 2011
	

	5. Improved accountability to affected populations
	· Organise a consultation workshop between clusters and experts to develop practical tools that can be readily adopted and piloted in the field;

· Begin piloting an accountability feedback mechanism for affected populations in 3 agreed countries by all clusters over the next 2 years, and include mechanism in all future cluster guidance and training.
	OCHA to lead, Global Cluster Lead Agencies to implement
	By December 2011
	

	6. Effective mechanism for monitoring the performance of clusters at the country-level 
	· Clusters to share internal performance monitoring tools, both on coordination and partnership, as well as on service delivery and activities,  would share these with the TTCA for review;
· Develop a cross-cluster tool (building on previous attempts)
	WHO
	By December 2011
	

	7. Defined criteria for considering requests from RC/HCs and HCTs for inter-cluster support missions
	· Develop and submit for endorsement by the IASC WG Guidelines for Inter-Cluster Support Missions.
· Request the Global Cluster Coordinators to plan and follow-up on agreed Mission requests
	OCHA
	Guidelines by April 2011, Missions throughout the year
	

	8. Effective dialogue with the IASC HC Group, GCC, and other IASC subsidiary bodies, focusing on promoting country level results  
	· Meeting with IASC HC Group on leadership issues, develop options for a possible merger.

· Periodic interaction with the Global Cluster Coordinators (GCC), referring operational issues, 

· Develop options for streamlining coordination bodies with IASC
	Co-Chairs
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