CONCEPT NOTE

Global Food Security Cluster 


Background

1. The cluster approach is a key element resulting from the 2005 Humanitarian Response review and the subsequent humanitarian reform for improved efficiency, increased predictability and higher accountability in international responses to humanitarian emergencies. FAO and WFP have been fully engaged in the process since the onset; WFP as global lead of the logistics and emergency telecommunications clusters and as recognised lead for the food sector, and FAO as global lead of the agriculture cluster.
2. There is recognition of the need for increased coordination of humanitarian food security responses. For example, the 2008 NGO-led food security forum highlighted the need to establish food security coordination mechanisms to address gaps in the current humanitarian food security system. Likewise, in 2010 the IASC Cluster Approach Evaluation – Second Phase (2010) recommended the creation of a global Food Security Cluster, “integrating food aid, agricultural issues and other livelihood interventions and address related institutional and policy issues at the political level”.

3. In 2010, FAO, WFP and food security partners, including NGOs and the Red Cross/Red Crescent Movement, embarked on a consultative process to explore the establishment of a FAO/WFP co-led humanitarian Global Food Security Cluster to strengthen coordination and support for the delivery of programmes in crisis situations.  

Goal and Purpose

4. The overall goal of the Global Food Security Cluster (GFSC) is to improve food security responses in humanitarian crisis situations.
5. The purpose of the Global Food Security Cluster (GFSC) is to promote responses that are: 
· Proportionate: The humanitarian imperative comes first – and the needs of disaster-affected communities should be the primary determinant of a humanitarian response. The Global Food Security Cluster will promote proportionate needs-based responses and advocate for adequate resources and support. 

· Appropriate: Historically, there has often been a disconnect between assessed needs and support provided, with a relatively standardised set of food security responses implemented across countries, incorporating food aid and agricultural-livelihood related interventions, regardless of local needs, opportunities and gaps
. The Global Food Security Cluster will promote more appropriate – and therefore more effective – emergency food security interventions. 

· Timely: There have been significant investments and improvements in early warning systems – yet there is too often a gap between early warning and early response. The appropriate timing of phasing down or out of responses is also important. In slow-onset crises in particular, the Global Food Security Cluster will aim to improve timeliness of responses in order to provide both a more effective and cost-efficient response. 

6. The aim of the GFSC is to support country-level food security clusters. This will be achieved through providing predictable, systematic, accountable and country-driven services.  

Scope

7. The GFSC will have a humanitarian focus. This will encompass support related to a broad range of potential food security activities in sudden-onset emergencies, post-conflict situations, complex emergencies, slow-onset and protracted crises, including food assistance, agricultural input support, rural livelihood-centred interventions, cash transfers, vouchers and preservation and restoration of agricultural assets.

8. The GFSC will provide a single point of interaction for food security issues with other global humanitarian clusters – including Nutrition and Early Recovery – and will link with other food security coordination mechanisms.  
9. The FAO-led global Agriculture Cluster will be merged into the new Global Food Security Cluster.
10. The GFSC will be spearheaded by a small, light global cell that will be housed at WFP and headed by an FAO-appointed Coordinator.
11. The GFSC will provide support to country-level clusters in six core functional areas: (1) Global Help Desk; (2) Information Management; (3) Operational Guidance and Tools; (4) Surge Support and Deployment; (5) Capacity Building; and (6) Advocacy and Resource Mobilisation.

Guiding Principles

12. The work of the GFSC will be guided by a set of core guiding principles:

i. Activities will be focused upon current and imminent life-threatening food security crises, in order to both mitigate and address immediate needs and to reduce vulnerability, strengthen resilience and build-back-better.
ii. The GFSC activities will be driven by the requests of country-level food security clusters.
iii. The implementation of the GFSC should be a consensual process facilitated by broad inter-agency engagement.

iv. Membership in the GFSC entails contributing to the work of the cluster, whereby using an inter-dependent approach, member organizations work together within agreed common strategies and contribute resources and expertise to meet shared GFSC objectives. 
v. The GFSC will promote efforts to create links with national governments and longer-term stakeholders, including civil society.
vi. The GFSC will promote information sharing and learning among partners as well as identifying and disseminating good practice. 

vii. The work of the GFSC will be undertaken on behalf of the broader food security community, rather than promoting the interests and agenda of specific cluster partners.

viii. GFSC members will advocate for appropriate funding and support to the activities undertaken by the GFSC, based on commonly agreed work plans.

ix. Members will actively promote continuous review and regular evaluation of the work of the GFSC.

x. The co-lead agencies will act as provider of last resort within their areas of responsibility. 

Core Cluster Functions

1. Global Help-Desk
13. The global cell will provide a global Help Desk function to support all country-level food security clusters. The Help Desk will provide timely responses to questions, queries and requests for information from country-level food security clusters. It will enable all food security clusters to draw from the experiences of other clusters – both positive and negative – as well as access guidance, tools and resources. The GFSC cell will play the role of ensuring that staff who are in food security cluster leadership roles at country level have a single global point of reference to address questions, which in turn, will strengthen their effectiveness, as well as provide a source of learning for other country-level food security clusters and the GFSC. 
14. Global Help Desk support functions will be shared between all members of the global support cell, in line with specific areas of expertise, experience and responsibility. It will draw upon many of the products associated with the other five core functions, making them available to individual clusters on a case-by-case basis in line with specific requests for assistance. If necessary, the Help Desk will share queries with other organizations and clusters in order to help identify good practices and positive (and negative) learning experiences.  

15. The work of the global Help Desk, and in particular, the quality, relevance and usefulness of the support provided, will be regularly monitored and assessed, to ensure that it is responsive to the needs and expectations of country level clusters.  

Products: 

(a) A continuously operating, rapid response Help Desk provides answers to questions, queries and requests for information from the field.

2.
Information Management
16. The GFSC cell will streamline the provision of information to global emergency food security practitioners, including drawing on existing information systems, and putting in place a platform to ensure the efficient and timely sharing of documentation and information to cluster members and others. An important aspect of this will be the setting up of a GFSC website, building on recent experiences of individual country-level food security clusters and other global clusters. The site will capture both the wealth of information available as guidance and tools at the global level, and will also constitute a single global repository for key documentation and contacts for activities at country level. The GFSC will follow the example of other global clusters, such as WASH, Logistics and Emergency Telecommunications, whereby the central website has been a key tool for information sharing and the dissemination of standardised tools such as reporting templates and the like which have played an important role in ensuring predictability in the information provided by clusters in diverse country situations.

17. The GFSC will also play a key role in supporting information management in country-level food security clusters. It is expected that information management will be one of the core areas in which country-level clusters will require support in order to provide an effective service. The GFSC will develop a range of internal capacities to support expected demand from country-level food security clusters, including the ability to deploy an Information Manager to provide direct support to country-level clusters, information management training for cluster coordinators and the provision of a range of standard information management products.  

Products:

(a) Provide a transparent and accessible system for the good management of humanitarian food security information at a global level.

(b) Provide direct and indirect support for country-level clusters to support them in developing information systems which ensure that products and services associated with core cluster functions are available to agencies in the field etc. (i.e. development of information sharing systems etc.)

(c) Specific guidance is developed and provided for supporting country-level information management and sharing (cluster reporting templates, standard situation reports, etc.)

3.
Operational Guidance and Tools
18. The GFSC will coordinate the sharing of existing operational guidance and tools. Where necessary the GFSC will coordinate and facilitate the development of new operational guidance and tools, in a demand-driven and interdependent fashion. 

19. A key function of the GFSC will therefore be to act as a hub to take stock of the existing guidance material and tools relevant to humanitarian food security interventions. Based on this process, and consultations with country-level clusters, the GFSC will then analyse and prioritise relevant gaps. The GFSC would subsequently proceed to identify member organisations that are interested and have the appropriate resources available to take forward the process of filling the prioritised gaps in guidance or tools.

Products:

(a) Hub function is in-place for existing guidance and tools

(b) Gaps in available resources are identified and prioritised based on country-level cluster requests.

(c) Coordinated development of priority tools by GFSC member agencies to meet identified gaps.

4.
Surge Support and Deployment
20. The Global Food Security Cluster (GFSC) will also make available global cell and staff from cluster partners who can be deployed rapidly to fill gaps in country-level food security coordination needs for both sudden onset emergencies and the scaling up of existing crises responses, including through rapid staff deployments to last for up to three months, supported by a revolving rapid deployment fund that will be established and maintained by the global cell. Deployments could also be undertaken to help support specific identified gaps in expertise for country-level clusters. This would include training staff from existing cluster members’ rosters for their possible deployment, to be undertaken at the request of country-level food security clusters. 
21. A GFSC response roster will be established identifying GFSC-trained experts – in particular, possible country-level Cluster Coordinators and Information Managers – with an appropriate mix of technical expertise, experience, coordination skills and service-oriented mind-set. The roster will enable all Food Security clusters to draw from a global pool of trained experts to fill key country-level cluster positions when they are not available in-county. 
Products:

(a) A group of trained roster of food security coordinators and information managers for deployment is established

(b) A system is developed to ensure deployment of other specialists from member rosters

(c) A “deployment fund” is established to ensure resource availability for rapid deployments

(d) A post-deployment evaluation system is set-up 

(e) The GFSC acts as the source of “deployment of last resort”, based on capacity and available resources 

5.
Capacity building
22. The global Food Security Cluster will assess and define capacity requirements and prioritise efforts to build global, regional and country-level capacities for food security cluster coordination at the country-level.  

23. At the global level, activities will focus on training food security cluster coordinators and information managers who are members of the GFSC’s roster – and can be deployed in a timely and predictable manner to provide direct support to country-level clusters or who are able to provide remote support, in line with assessed capacity needs and gaps.  

24. The GFSC may also conduct similar training sessions at regional / country level which focus on building the necessary “soft” coordination and leadership skills to ensure effective performance of existing country level food security clusters. Course participants will therefore primarily be members of existing country-level Food Security Clusters.
25. The GFSC will also organize technical training courses/capacity building exercises in response to country cluster requests and assessed needs. These will be organized at either the country-level, or if possible, at the sub-regional and regional levels, in order to ensure that benefits are shared as widely as possible. These training courses/capacity building exercises will be developed as a result of specific requests from country-level clusters and may include training on, for example, assessments, response analysis, strategy development etc. It is expected that up to 3 training course/capacity building activities a year will be organised in 2010 and up to 6/year thereafter.  

26. The GFSC will also assemble an on-line inventory of existing training courses (including remote learning), training materials, and other on-line resources on a wide-range of food security related issues. The inventory will be managed by the global support cell and will be updated regularly based on both inputs from cluster partners and other sources.  
27. The GFSC will encourage inter-cluster and cross-country sharing of tools, lessons, practices and experiences as a means of capacity building and general learning. Information management tools to ensure easy access and timely updates will be put in place and maintained by the global support cell.
Products
(a) Standard leadership / coordination training is provided for all current Cluster Coordinators and members of the GFSC roster. 
(b) Technical training/capacity building is provided based on demands from country-level clusters (e.g. assessments/response analysis/strategy development)

(c) Access to an on-line inventory of existing training courses, materials and related resources

(d) Cross-country learning through facilitation of knowledge sharing between clusters on, for example, good practices, tools, guidelines etc.
6.
Advocacy and Resource Mobilisation: 

28. The GFSC will play a critical role in identifying and communicating to the world on gaps in meeting emergency food security resource needs both globally and at the country level in an effective, systematic, evidence-based, and objective manner. Until now, there has been no single “advocate of last resort” to act on behalf of the humanitarian food security sector. The GFSC will fill this gap, and will communicate the collective needs, as opposed to each individual actor attempting to do so in isolation, which has often created perceptions of unclear food security messages. 

29. Advocacy, awareness-raising and training may have to take place inside cluster partner organizations and donors in order to change mind-sets in order to promote the implementation of more collaborative, cohesive and coordinated food security programmes. The GFSC will be a key driver of this process for members.

30. Another important role to be played by the GFSC is to support resource mobilisation to ensure that country-level food security clusters receive adequate and timely resources. 

Products:

(a)
Development and promotion of common cluster messages

(b)  A resource mobilisation strategy is developed and implemented to support country-level cluster activities as well as the GFSC

Structure and Resources
31. Country-level cluster activities will be funded through the CAP, building cluster coordination costs into project budget where possible, or through stand-alone cluster coordination project activities, when donors are willing to support such costs. Surge deployment costs which cannot be funded from CAP project budgets will be resourced as much as possible from the “deployment fund” to be established by the GFSC. 

32. The GFSC will be coordinated by a small global cell. The cell will consist of:

· The GFSC Coordinator (P5/D1)

· Senior Cluster Support Specialist (P4/P5)

· Information Manager (P3)

· 3 Programme/Analysis Officers – covering food assistance/agricultural livelihoods (P2/P3)

· Web Manager (P2)

· Administrative Support (G5)

33. It is expected that the GFSC cell will be staffed by FAO, WFP and other cluster partners. The intention is that, over-time, staff would be funded by the co-leads WFP and FAO, mainstreamed into core budgets, where possible. However, in the initial two years, this may not be fully possible, and donor support will be sought. Additional specific time-bound activities will be proposed for donor funding. 

Governance and accountability
34. At the global level, the GFSC will be directly accountable to the Emergency Relief Coordinator for the goal, purpose, and functions of the GFSC as described above.
35. To coordinate and manage the work of the GFSC, a support cell will be established at WFP Headquarters, led by an experienced, dedicated, jointly agreed, FAO-proposed Coordinator. The cell will include seconded staff from FAO, WFP, interested NGOs, and the Red Cross/Red Crescent Movement. Oversight and governance of the support cell will be provided by FAO and WFP, in line with their co-leadership responsibilities. The Cluster Coordinator will report to the Directors of Emergency of FAO and WFP.
36. An annual stakeholder meeting will be held to ensure that the GFSC is accountable to the larger community of humanitarian food security practitioners. In-line with an interdependent approach, it will guide and endorse the work plan of the GFSC for the coming year and provide a forum for peer review, considering GFSC cell and member performance against agreed objectives, as well as the sharing of good practice. It will also serve to elect the three rotating members of the Advisory Group.

37. A Director-level Advisory Group will be formed to provide ongoing policy-level advice to the GFSC, prepare for the annual stakeholder meeting, review performance against agreed work plans, and strategic support for resource mobilization efforts. The Advisory Group will consist of the respective FAO-WFP Emergency Directors and three other representatives from other members of the GFSC, who will be elected annually. The GFSC support cell will serve as the Secretariat of the Advisory Group, which will meet (normally by teleconference, but with at least one face-to-face meeting each year) initially on a quarterly basis (to be reviewed after one year).

38. At the country level, individual food security clusters will continue to be accountable to the Humanitarian Coordinator on the one hand, and crisis-affected households on the other.
� See Levin & Chastre, Missing the Point. ODI Network Paper 47, 2004. 
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