- DRAFT-

Term of Reference for a Strategic Review of the Global WASH Cluster
TOR prepared the 21/02/07 by

ACF-UK

1 Background

1.1 Cluster Approach 
In international responses to humanitarian crises, some sectors have in the past benefited from having clearly mandated lead agencies, while others have not. This has repeatedly led to ad hoc, unpredictable humanitarian responses, with inevitable capacity and response gaps in some areas. Recognizing this, in September 2005 the Inter-Agency Standing Committee (IASC) agreed to designate global “cluster leads” – specifically for humanitarian emergencies – in nine sectors or areas of activity. The IASC Principals also agreed that the cluster approach should be applied, with some flexibility, at the country level.

In December 2005 the IASC Principals generally welcomed the “cluster approach” as a mechanism that can help to address identified gaps in response and enhance the quality of humanitarian action. It is part of a wider reform process aimed at improving the effectiveness of humanitarian response by ensuring greater predictability and accountability, while at the same time strengthening partnerships between NGOs, international organizations, the International Red Cross and Red Crescent Movement
 and UN agencies.
1.1.1 Aim and scope of the cluster approach

At the global level, the aim of the cluster approach is to strengthen system-wide preparedness and technical capacity to respond to humanitarian emergencies by ensuring that there is predictable leadership and accountability in all the main sectors or areas of humanitarian response. 

Similarly, in countries with Humanitarian Coordinators, the aim is to strengthen humanitarian response by demanding high standards of predictability, accountability and partnership in all sectors or areas of activity. It is about achieving more strategic responses and better prioritization of available resources by clarifying the division of labour among organizations, better defining the roles and responsibilities of humanitarian organizations within the sectors, and providing the Humanitarian Coordinator with both a first point of call and a provider of last resort in all the key sectors or areas of activity. The success of the cluster approach will be judged in terms of the impact it has on improving the humanitarian response to those affected by crises.

This review will mostly focus on the Global Level of the Water Sanitation and Hygiene (WASH) cluster.

1.1.2 Responsibilities of Global Cluster leads (UNICEF for the WASH Cluster)

The below responsibilities are the one of the Cluster Lead (UNICEF for the WASH Cluster) stated in the cluster Guidance note from November 2006. 

Complementing arrangements already in place for some sectors or areas of activity, global cluster leads have agreed to be accountable to the Emergency Relief Coordinator for ensuring system-wide preparedness and technical capacity to respond to humanitarian emergencies, and for ensuring greater predictability and more effective inter-agency responses in their particular sectors or areas of activity. More specifically, they are responsible for establishing broad partnership bases (i.e. “clusters”) that engage in activities in three main areas, as follows:

Normative

· standard setting (where necessary) and consolidation of ‘best practice’

Building response capacity

· training and system development at the local, national, regional and international levels

· establishing and maintaining surge capacity and standby rosters

· establishing and maintaining material stockpiles

Operational support

· assessment of needs for human, financial and institutional capacity

· emergency preparedness and long term planning

· securing access to appropriate technical expertise

· advocacy and resource mobilization

· pooling resources and ensuring complementarily of efforts through enhanced partnerships
This mission is that of the Cluster lead. There is no standardized TOR for the global level Cluster Working Groups (including lead and all other agencies involved in each cluster). However, a working method as been developed for the WASH cluster and is described in the below section.
1.2 Global WASH Strategy
· UNICEF is committed to working in partnership with key organizations in order to improve the predictability, timeliness and effectiveness of humanitarian response.  This means that all organisations have a role to play in achieving this goal, using the comparative advantages of individual groups to take various issues forward

· Create a critical core capacity within the global cluster working group to initiate support and leadership for a wider capacity development role both internally and externally. This start-up strategy will initially be time bound to around two- to three- years, and ideally have a clearly defined phased exit strategy, as appropriate core-capacity is developed at pertinent levels (country, regional and global).

· Develop an innovative approach to leadership through strategic partnerships and use of specialized institutions (at global, regional and country levels) to build a critical mass of catalytic core capacity for further development of capacity at critical levels on its/their own (e.g. through training of trainers), including stand-by surge capacity arrangements at all levels, tools, technologies; etc.

· Create synergy through strategic planned intra- and inter-sectoral linkages and convergence of key sector activities and the efficient use of existing capacities of partner organizations, specialized institutions and the public and private sector
1.2.1 Global WASH Framework
1.2.1.1 Objective 

To improve predictability, timeliness and effectiveness of a comprehensive response to humanitarian crises.
1.2.1.2 Outcomes

1. Adequate co-ordination capacity and mechanisms developed

2. Increased Hygiene/Health Promotion (HP) capacity for emergency response

3. WASH Emergency preparedness and learning developed

4. Adequate resources for WASH sector preparedness and response

5. WASH in Early Recovery: Strategy Development by the Cluster Support Team.

Each of theses outcomes are to be achieved through the following projects:
	Outcome 1
	Project 1: Cluster coordination

	
	Project 2: Information Management and standardisation

	Outcome 2
	Project 3: Hygiene promotion

	Outcome 3
	Project 4: Capacity Mapping

	
	Project 5: Emergency materials lists and stocks

	
	Project 6: Training fro capacity building

	
	Project 7: Learning: joint evaluations and independent reviews

	Outcome 4
	Project 8: Country Cluster Resource Identification and Strategies

	Outcome 5
	WASH in Early Recovery: Strategy Development by Cluster Support Team.


A detailed logical framework presenting progress indicators for each of these outcomes and project is presented in annex 1.

1.3 Objectives of the Evaluation

Review the Strategy and framework of the Global WASH Cluster (GWC), with regards to its objective of “Improving predictability, timeliness and effectiveness of a comprehensive response to humanitarian crises”, which is defined from the cluster approach itself.   

The aim of this review is to identify strengths and weaknesses of the WASH cluster strategy and framework, in order to share lessons learnt from its development and recommendations for improvements. 

Whereas the Cluster approach has already started to be implemented on the ground in different countries, the implementation of the Global cluster strategy introduced above has just started. The principle of this review is to focus on an early strategy and framework design review rather that and achievement review. This review shall be based on the analysis of the below mentioned criteria.
2 Detailing of the Evaluation Criteria

2.1 Relevance & coherence
This section will focus of the following question: are the priorities identified and targeted by the global WASH cluster relevant to its objective of “Improving predictability, timeliness and effectiveness of a comprehensive response to humanitarian crises”.  What is the quality of the analysis / indicators that supported the prioritization?  
· Needs assessment
The essential questions to be answered are:  
1 What input/information supported and guided the development of the Global WASH strategy? 
2 What were the different sources of information?
3 How comprehensive was this information? 
4 How was its analysis conducted? Is there any gap in the information gathered and analysis conducted? 
· Prioritization

The essential questions to be answered are: 
5 What were the criteria used for the prioritization of the different outcomes & projects?
6  Has the prioritization process been satisfactory and how have the different members of the GWC been involved in it?  
7 Are important priorities still unaddressed by the Global WASH approach? If yes, what are the reasons and which additional priorities need to be addressed? 
· Development of the strategy versus identified priorities

The essential question to be answered here: 
8 Is the global WASH strategy relevant to the identified priorities? 
9 The answer to this question shall be based on the analysis of the questions raised above and lead to further recommendation on the GWC strategy. 
2.2 Appropriateness
This section will focus on the following question: Are the foreseen outcomes / outputs and the underlying projects appropriate to the GWC strategy? Are the methodologies proposed appropriate?

· Analysis of the Framework 
The essential questions to be answered are: 
10 Analysis of the vertical logic - are the outputs coherent with the outputs?
11 Analysis of the horizontal logic; are the indicators proposed well designed and SMART enough to measure achievements? 
12 Risk Analysis: have the risks been properly identified and did the intervention strategy consider any ways to minimise those risks?
· Analysis of the Timeframe 

The essential questions to be answered are: 
13 Are the timeframes proposed realistic? 
14 What are the main constraints for a timely execution of the GWC strategy / projects?  Conduct a risk analysis on the timeliness of the GWC work plan and suggest recommendation to reduce identified risks. 

· Coordination / management.

15 As mentioned several times above, a key issue for the management of the GWC is coordination of the GWC. 
16 The analysis shall underline strength and weakness of the coordination & participation of the different GWC members. 
17 This analysis shall focus on practices for transparent management, joint decision making and inclusive process. 
18 The analysis shall lead to propositions on ways too strengthen the coordination / participation. Any ways to rationalize and improve the timeliness / efficiency of the GWC would be welcome.

2.3 Cross cutting issues
Some cross cutting issues have been identified as priorities by the GWC (DIFID funding proposal, July 2006):

· Rights-based programming

· Working with governments & affected populations 
· Gender

· Ensuring linkages to longer-term development

· Environment

19 The review shall assess if those priorities have been adequately mainstreamed in the GWC programs and if assessed necessary, ways to reinforce consideration of those issues shall be proposed. 
2.4 Monitoring & definition of indicators.
This section will focus on the following question: Are the systems to monitor the progress and assess the impact of the GWC appropriate and what shall be recommended to improve them?
· Assessment of the monitoring systems

20 As already mentioned above, the quality of the indicators shall be assesses, but as well the efficiency and timeliness of the systems in place to collect and report the information about he progress of the GWC projects and achievements of the planned outcomes.
21  A particular focus shall be on the ways developed to measure achievement regarding the intended impact of  “Improving predictability, timeliness and effectiveness of a comprehensive response to humanitarian crises”.

· Development of indicators

22 The expert is expected to come up with recommendations / propositions on improved ways to measure GWC achievements and contributions to the intended impact. The proposed indicators shall be SMART and shall target to allow decision making.  
3 Methodology & Work Plan for the review
· The evaluation will be integrated by four main activities:

· Briefings/ preparation (ACF-UK / learning project lead, Cluster lead and teleconference with GWC members).
· Desk Review (Review all GWC relevant documentation).
· GWC members interviews (At least Cluster lead and each project lead).
· Elaboration of the final report and recommendations.
	Tasks
	Working Days

	Briefing 
	1 day

	Desk review and interviews
	5 days

	Reporting
	3 days

	Debriefing 
	1 day

	TOTAL
	10 days


The Review shall start on the 15/03/07, and the draft report due to 15 days later.
4 Evaluator Profile

· Over 10 years working experience in the Humanitarian sector; working for different organisations (UN and non-UN).

· Strong skills in Monitoring & Evaluation are required.

· Proven and successful experiences of external consultancy (references required).

· Very good analytic and written skills.

· Previous knowledge and involvement in the Cluster reform would be highly appreciated.
5 Reporting format 
 The report shouldn’t be longer than 20 pages and should follow the below plan:
· Executive summary

· Objectives of the Review

· Methodology
· Findings (main Body in the report, following the structure of the section 2 of this report).

· Conclusions & recommendation

· List of annexes

A draft is expected to be shared with ACF-UK and the global WASH Cluster. The final report will prepared upon comments received form the CWG. 

6 List of attached documents (to be completed)
· Cluster Appeal 2006 
· Project Documents (see above, projects 1 to 8 proposal for those ready)

· Guidance Note on using the cluster approach to strengthen the Humanitarian Response

· IASC interim self assessment Desk Reviews (including country reviews for DRC, Somalia, Uganda, Liberia)

· Central Java WASH Cluster Review Aug 2006












































































































































































































































































� The International Committee of the Red Cross (ICRC) has stated that its position on the cluster approach is the following: "Among the components of the Movement, the ICRC is not taking part in the cluster approach. Nevertheless, coordination between the ICRC and the UN will continue to the extent necessary to achieve efficient operational complementarity and a strengthened response for people affected by armed conflict and other situations of violence."





