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Introduction
The strengthening of Humanitarian Coordinators is a key pillar of the humanitarian reform. While elaborate discussions have taken place on how to improve coordination of humanitarian operations in the field, few opportunities have presented themselves for concretizing these ideas. One of these has been the recent designation, and subsequent withdrawal, of a dedicated Humanitarian coordinator for Uganda.  This paper broadly reflects on the role and functions of a dedicated humanitarian coordinator and the resources necessary for the effective delivery of the HC’s terms of reference. Invariably, this paper draws lessons from the Uganda experience and is intended to feed into the future discussions in the IASC’ HC Group.

Recommendations in the paper are mainly addressed to the IASC and/or the HC Group for practical purposes, however it is up to ERC to make decisions regarding the  implementation. The amount of recommendations demonstrates that there is an urgent need to review the Terms of Reference of the Humanitarian Coordinator and to establish functional support structures to ensure that strengthening of the Humanitarian Coordinator system will be a success in the future.   

This paper is structured as follows

1. The process from selection to deployment of the dedicated Humanitarian Coordinator

2. Analysis of the terms of reference for the Humanitarian Coordinator
3. Resources for, structures around and staffing of the HC’s Office
4. Support structures - the role of the HC Group

1. From selection to deployment of the dedicated HC
Selection process

The formal criteria for Humanitarian Coordinators are included in the IASC paper for HC advertisement from 2005/2006. Expectations to the Humanitarian Coordinators are, and should be, very high. The job is important and demanding. It requires the right person with the right background and with the determination and ability to do the job. The Humanitarian Coordinator is a leader whose tools are facilitation and consensus building. Therefore s/he is totally dependent on the support and backing from the Humanitarian Community. 
The Humanitarian Coordinator is appointed and designated to a country by the ERC following consultations with the IASC. The HC position is an inter-agency position supposed to serve the broader humanitarian community including NGOs, Red Cross family and the IOM.  Strengthening the HC requires IASC ownership at the global level as well as increased agency-buy in on country level. However, the IASC’s role in supporting the position often times seems to be almost minimal and merely political. One reason for this may be that some IASC members are not satisfied with the quality of the consultation process, and they are requiring a more transparent and real process. And sometimes as a consequence of a flawed process they are not satisfied with the candidate.
It is critical that the IASC is consulted and involved in the selection process to enhance buy-in and optimize collaboration with support to the selected HC. Whereas it is inconceivable that all agencies and partners will be content with the designated candidate, transparency in the process of selecting the HC ensures that all relevant actors are involved in the process and are obliged to work with the HC. 
Different emergencies will require different profiles. The candidate selected for deployment in a specific emergency must fulfil the requirements necessary for the effective delivery against the Terms of Reference (see discussion on ToRs below). A one size-fit-all prescription is not possible for this critical function.

· Recommendation: The HC Group should re-examine the existing process and make proposals that ensure transparency, ownership and inclusiveness. 
Other reasons which might undermine the IASC support in the field could be that humanitarian agencies and actors have not developed internal structures that allow them to instruct their colleagues in the field, or ensure implementation of instructions coming from HQ.

· Recommendation: IASC members should look into how to improve their internal command and reporting structures to ensure that policies and decisions from HQ are indeed implemented in the field. 
Pre-Deployment: Preparing the ground and consulting with key partners
Formal agreement or accreditation for the HC from the Government of the host country should not be required for the dedicated HC. However, the host country Government must be consulted in its capital and confirmation of its acceptance of a dedicated HC must be achieved prior to deployment.  
For some Governments a dedicated HC is perceived as something that will cast a negative light on the country. Others are afraid of the advocacy that the HC will do, and that it cannot control. The perception that deployment of a HC is an action against the Government and not for the people is very damaging and has to be changed. The IASC could develop strategies to achieve understanding and acceptance of humanitarian assistance, coordination and logic by the Governments.  Such strategies should include principles for cooperation especially regarding advocacy, and confidence building measures. When Governments are informed about “rules of the game” they are probably more likely to accept a dedicated HC. Additionally, and as adjudged useful, governments should be reminded of their obligations as member states in the implementation of decisions of the UN. The dedicated Humanitarian Coordinators was agreed and supported by an overwhelming majority of member states in the General Assembly in 2006.  Likewise, where possible the IASC should strive to understand what needs and interests of Governments could be met through activities of a Humanitarian Coordinator, with the aim to find common ground for cooperation and dialogue. 
It is essential that the RC and the UNCT are fully informed, briefed and instructed by their HQs to prepare the ground for and support the arrival of a dedicated HC in country. Coherent messages from the UNCT to the Government would be a powerful way to ensure that the Government accepts a HC. Even UN Agencies that have adopted policies and action to support implementation of the dedicated HC exercise at HQ and instructed their country representatives to support this could always seek to do more. It is far from HQ to the field, and concrete guidance on action and next steps from HQ could prove useful. When Country Representatives have their bilateral meetings with the Government they should use every opportunity to promote the HC exercise. The RC has overall responsibility for the implementation of UN policy in a country including those regarding postings of dedicated HCs and he/she must express ownership and full support. UNDP has a special responsibility to ensure that messages to the field are consistent with policies and messages at HQ.

The donors are key partners. However, even those who are well informed about and supportive of the Humanitarian Reform, would probably require more explanation and information about the process in order to ensure that the exercise is fully understood and appreciated. If main donors and other key ambassadors are onboard they can be of great support in their contacts with the Government. Ambassadors always appreciate relevant news and information. On the other hand, if they get surprises it could even result in the development of negative attitudes. Therefore, both donors and other ambassadors should be thoroughly briefed about and prepared for the deployment of a dedicated HC well before it becomes reality. Ideally they should have started to “sell” the HC exercise to the Government prior to deployment. Donors should also be encouraged to link the Government’s acceptance of a dedicated HC to the criteria for (bi-lateral) development aid.
· Recommendation: The HC Group should develop a check list and a strategy with steps to be taken and messages to be conveyed in preparation for deployment of an HC. The check list should include suggestions about who should be contacted by whom and for what purpose. The HC Group could also oversee implementation of the check-list/strategy. 
Pre-deployment: preparing the HC and administrative issues
It might seem too obvious to mention but experience has shown that there is a need to develop and establish improved routines to ensure that everything from necessary trainings and briefings to meetings and administration is properly taken care of and 
done in a structured and orderly way. 

· Recommendation; The HC Group/OCHA should develop a standard program for pre deployment activities for the HC including thorough training and relevant briefings. Administrative issues should also be included.  

Pre-deployment: The most important meeting?
A meeting with the ERC must be included in the HC’s pre-deployment program. The main purpose of such meeting should be to establish the basis for accountability.  As the generic Terms of Reference for the Humanitarian Coordinator adopted in 2003 are comprehensive it would be necessary for the HC to go through them with the ERC to agree on the humanitarian priorities for the country in question, and how the HC should deliver on the priorities. Paragraph 5.4 in the Terms of Reference concerns  Humanitarian Accountability  this provision gives the HC responsibility for promoting and monitoring the implementation of “……existing policies as well as future new ones as they are developed, adopted and issued by the IASC….”. Obviously the HCs will have questions regarding this provision and will need guidance and clarifications from the ERC.
· Recommendation:  the ERC or the DERC should be available to meet with a new HC and to go through the TOR with the HC to provide guidance on interpretations and priorities. The ToRs should be adapted to the country in question with clearly ranking country specific priorities An HC can only be held accountable if he or she has clear instructions.
Duration of Deployment
The deployment of a dedicated HC may require consideration of timeframe. Whereas a precise estimation of the onset of transition from emergency to early recovery is difficult, if not entirely impossible, the assigning of duration of deployment has the potential to advance the work of the dedicated HC in several ways. One, it might make it easier for the authorities to accept a dedicated HC. It also provides clear timelines and the possibility to establish benchmarks on delivery against the HC’s terms of reference, and thus accountability to the ERC. Thirdly, it demands the acceleration of capacity building for national authorities to assume increasing responsibility for early recovery activities and to address residual humanitarian needs. Perhaps more significantly, a set timeframe should oblige all actors to take their roles seriously and ensures an orderly handover from emergency to development actors, as and when this is appropriate. Finally, it provides the opportunity to build relationships between the HC on the one hand with national authorities and other humanitarian actors on the other and precludes opposition from these partners to the extension of the HC should it become clear that such an extension is necessary.    
· Recommendation: The ERC should consider including timelines and benchmarks in the letter of appointment of the dedicated HC.
2. Analysis of the Terms of Reference for the Humanitarian Coordinator  

The current Terms of Reference for the Humanitarian Coordinator were adopted by the IASC in 2003. They are comprehensive and generic. This section of the paper will follow the structure of these Terms of Reference and look at each element consecutively.  The Terms of References are written in italic for easy overview. 
I. Appointment

The ERC has the mandate to appoint four different types of HCs. This paper is analysing the alternative of separate or dedicated HC
4. The HC serves as the representative of the ERC (and therefore of OCHA) in the country/region concerned. 
Recommendation: The ERC should clarify the meaning of this provision so that both the Humanitarian Coordinator and the Head of OCHA has the same understanding and awareness of what it means
II. Reporting

 “1.The Humanitarian Coordinator will report directly to the UN Emergency Relief Coordinator” (TOR for the HC, IASC 2003) 

How does the HC report to the ERC? How often, in what format and on what substance?  These are questions that should be discussed and answered with the view to strengthen the accountability of the HC and also to develop routines and tools that can assist the HC in fulfilling his/her tasks. 

The current format of the monthly report to the ERC was issued several years ago and has provided a basis for consistent and the uniformity necessary for institutional memory.  However, with humanitarian reform, sections that include elements of the reform should be part of a revised version of the ToR to provide a vehicle for the accountability of the HC to the ERC on implementation of humanitarian reform. Consideration should also be given to Security Council and SG mandated reporting e.g. Sexual Abuse and Exploitation (SEA) as well as UNSC Resolution 1612 (and other periodic reporting requirements of UN bodies pertinent to the terms of reference of the HC and the country concerned). 

· Recommendation: The ERC should review the current reporting format alongside some HC reports and issue guidelines appropriately. The upcoming HC retreat in May 2007 presents an opportunity to address this issue.

III. Management functions

1. The Humanitarian Coordinator is responsible for coordinating the humanitarian activities of the Country Team. He/she will provide liaison between the Country Team and the ERC.

2. The Humanitarian Coordinator is responsible for the management of the OCHA office, which is put in place to support the HC in his/her functions.

The provision in bullet number 2 needs clarification in order to avoid misunderstandings regarding the roles and responsibilities of the HC and the Head of OCHA. The experience so far with HC/RC or HC/Country Representative seems to be that the Head of OCHA manages the OCHA office – a responsibility that is clearly stated in the Terms of Reference of the Head of OCHA – while the HC, with his/her Agency hat, has been managing his/her Agency. The HC seems also to traditionally have been getting administrative support from his/her Agency. Consequently a certain distance has developed between the HC and the OCHA Office. The IASC CT is concerned that the “double-hated” HCs is mixing the two functions and sending blurred signals about in what capacity he/she is acting in many situations and dealing with the different issues.  

The functional relationship between the HC and the OCHA office in the field is a key element in ensuring the success of a dedicated HC.  It is clearly stated in the ToRs of the Head of OCHA that he/she is directly supervised by and reporting to the HC and that his/her primary function is to assist the HC. However, because of the experiences with “double-hated” HCs and the fact that the dedicated HC is a new exercise it is necessary to clarify the reporting and representation functions of the HC and of the Head of OCHA.

· Recommendation: The ERC should provide new guidance to ensure that the relationship between the HC and OCHA is sufficiently integrated so that OCHA becomes the main tool of the HC.
IV. Operational coordination functions

4.1 Coordination mechanisms

1. Establish and maintain comprehensive (and inclusive - IASC) coordination mechanisms  

2. Through these coordination mechanisms the HC is responsible for agreement on basic division of responsibilities among agencies in accordance with mandates and capacities, with the aim of:

a) ensuring timely and appropriate deliverance of humanitarian assistance

b) ensuring that gaps or overlaps in protection resulting from overlapping mandates are resolved

· Recommendation: Division of labor between humanitarian agencies is dealt with through implementation of the cluster approach. The Terms of Reference for Humanitarian Coordinators should be reviewed and references to the Guidance Note for Cluster Leads and Terms of Reference for Cluster Leads should be included. 
3. Within this framework the HC is specifically responsible for: 

a) Convene and chair regular IASC meetings

b) Ensure that leadership for coordination in specific sector and/or geographic areas is agreed upon and that the relevant coordination mechanisms are established and managed efficiently NB! implementation of cluster approach

c) Ensure consultation with national authorities

d) Ensure coordination between UN and other humanitarian aid agencies and relevant components of bilateral military forces (and DPKO where relevant)

e) Focal point for relief community regarding policy of inter-agency concern (wage level, customs procedures, travel passes etc.) and interlocutor with relevant parties for resolution of such matters

f) Developing and maintaining central registry of locally represented humanitarian agencies and their activities and expertise

Many of the provisions regarding the HC’s responsibilities under bullet point 3 are overlapping with responsibilities of the Head of OCHA as they are spelt out in the Terms of Reference for this post. However, overlap should be avoided as the HC and the Head of OCHA should be active on different levels; the HC on the strategic and political level whereas the Head of OCHA should be active on working and operational level. Obviously the two positions should support each other and be complementary. This can only be guaranteed if there is a close functional relationship between the HC and the OCHA Office. The provision in 3.b is dealt with through implementation of the cluster approach (see recommendation under 4.1)
· Recommendation: A chart showing the “humanitarian community architecture” should be developed by OCHA in each country so that there is no doubt about who is dealing with what level, tasks and audiences, and also how the different levels are supporting and complementing each other and working towards achieving common objectives. The chart should be shared with all relevant actors including the IASC, beneficiaries, authorities and donors.

Point 3.c merits a special focus and discussion, as this is clearly one of the most important responsibilities of a Humanitarian Coordinator. The political understanding of and support for humanitarian action by national authorities is essential and it is particularly important in countries with IDP crises as sustainable protection and assistance can only be secured if the authorities are on board. 
· Recommendation: The HC must proactively engage with the highest levels of the Government to ensure that there is no vacuum regarding understanding and consultations at the political level.  
4.2 Internally Displaced Persons
1. The HC is responsible for overseeing the development of a comprehensive strategic plan for responding to the needs of IDPs……..The strategic plan should be integrated in the CHAP and the CA.

2. The HC’s responsibility for IDPs stems directly from the ERC’s role as focal point for IDPs. The HC will be guided by the IASC Protection Policy Paper and the Supplementary Guidance to HC/RC.  

· Recommendation: Both of the two provisions related to IDPs are outdated and should be replaced by new language that reflects the developments within the IDP clusters.
4.3 Common services

1. If the HC is not the DO s/he is responsible for obtaining guidance from the DO regarding the implementation of security procedures in support of humanitarian assistance,  ensuring that this is effectively communicated to the concerned agencies in the field, and facilitation their coordinated implementation.
Whereas it may be inconceivable to divorce the DO function from those of the RC, clarity on the role of the IASC Country team, the Security Management Team and the HC with respect to security and safety of humanitarian personnel and resources as well as access issues, all security related, needs to be discussed and further clarified. Particular emphasis and attention should be paid to those emergencies that are caused by and are the consequence of security-related complex emergencies.

· Recommendation: the HC group should engage the issue of the function of DO in cases of deployment of a dedicated HC in emergencies resulting from security-related crisis.

2. The HC is responsible for facilitating the provision of key support services for the larger relief community, such as telecommunications, transportation etc.

3. If the IASC decides on deployment of a UN JLC, the HC is responsible for overseeing the operations of the UN JLC through supervision of its chief.

4.4
Information

The HC, supported by OCHA, is responsible for putting in place, including as appropriate Humanitarian Information Centers…..

· Recommendation: OCHA’s role within information management in view of the cluster approach needs to be reviewed and new Terms of Reference  should be agreed upon by the IASC

IV. Strategic coordination functions

5.1 Negotiation and advocacy

5.2 Strategic planning
5.3 Contingency planning

5.4 Humanitarian accountability 

5.5 Rehabilitation/reconstruction
· Recommendation: The IASC should review the generic terms of reference of the Humanitarian coordinator to reflect changes since 2003, including humanitarian reforms. The terms of reference should also be updated in line with and complementary to the Terms of Reference of OCHA Head of Office and of Cluster leads on country level 

3. Resources for, structures around and staffing of the HC’s office
The Office of the Humanitarian Coordinator


1

Administrative


Assistant

All these functions should be available directly to the HC. As a point of departure the HC with the support from OCHA or the HC Group should investigate if these functions/resources could be made available in the OCHA office, if not in any of the.

The Advisors could be located in Cluster Lead Agencies or deployed from Standby Capacity in the event that OCHA 
lacks these capacities

in country 
All these functions should be available directly to the HC. As a point of departure the HC with the support from OCHA or the HC Group should investigate if these functions/resources could be made available in the OCHA office, if not any of the operational agencies or programs, and subsequently work out the functional relationships between them and the HC. If the necessary functions/resources are not to be found in country they should be recruited externally and employed as staff to the HC office, with the aim to set up a fully functional structure around the HC which  will support and allow him/her to have the overview and capacity required to fulfil the TOR’s  of the HC

Functions and staffing
The scale and scope of resources required by the HC to ensure the effective delivery of assistance to beneficiaries is a function of the nature of the emergency and the existing capacity in-country. These should be assessed carefully and promptly to ensure that these resources are in place as soon as possible.

The Terms of reference of the HC indicate the amount of human and other resources an HC requires to deliver and be held accountable. In the event that human resources and expertise in-country are inadequate or unavailable, more resources should be made available by the IASC. The IASC may consider establishing a pool/roaster of expertise on key areas of expected deliverables that can be borrowed from on short notice. This will also increase agency buy-in in the work of the HC.

· Recommendation: The IASC should create an inter-agency resource pool of various expertises to be loaned to a dedicated HC on deployment if these resources are not available in-country. For this purpose the ERC may also invite the NGO run stand by forces to develop such capacity (ex: PROCAP, the Gender Force).

The Special Assistant to the Humanitarian Coordinator

The position of the Special Assistant to the HC is uneven and limited across emergencies and should be reviewed. The terms of reference of the SA, who is an OCHA employee, provides that s/he reports directly to the HC. Again, the Terms of Reference must be fully implemented or amended. As all the staff in the HC’s office the SA should be on an OCHA contract however the direct reporting lines to the HC must be clear and without any overlap or doubt. If not a structural anomaly is created, as the SA is often appointed at a relatively junior position to that of the OCHA Head of Office. This structure creates the impression that the SA undermines the authority of the OCHA head of Office.

Recommendations:  The HC Group should consider seeking additional perspectives of current and immediate former Special Assistants HC on this. However, it is clear that the SAs should be appointed at sufficiently senior level (no lower than L4s).

The OCHA Office

The key role of OCHA in the delivery of the HC functions is clearly spelt out in the Job Description of the OCHA Head of Office. However, in practice, the OCHA office may have developed its own program and activities almost independent from the HC. OCHA’s role in the HC’s functions should not only be to coordinate and manage the resources for the HC’s office, but also to support implementation of all the HC’s tasks and responsibilities as spelled out in the TOR. OCHA should function and be perceived as the agency or tool of the HC. There will be instances where OCHA’s capacity is inadequate for the effective delivery of the HC’s ToR. Consideration of how these may be augmented should be by the HC in consultation with the IASC.

· Recommendations: To complement the provision in the OCHA head of office’s ToR being supervised and reporting to the HC, the HC’s ToR should explicitly provide for an oversight role of the HC with respect to the OCHA office. 
4. Support structures – the role of the HC Group

Mandate and TOR for the HC Group

There is a great need for serious and well functioning support structures around the Humanitarian Coordinators and the entire process of strengthening the HCs. The HC Group could be given Terms of Reference to function as an advisory group to the IASC and to OCHA. There are a number of specific issues the HC group should engage in immediately including discussing all the recommendations in this paper with the aim to reach agreement on how they should be implemented, when and by whom.

Another useful mandate of the HC Group would be to monitor trends in trouble spots and anticipate the potential for the need of a dedicated HC and accordingly advise the IASC WG which then recommends the commencement of consultations between OCHA and UNDP and the authorities concerned on what to do in the event that such a deployment becomes inevitable. 
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