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I Introduction

This paper should be read in conjunction with the attached ‘draft guidance note on Inter-Cluster Support Missions’ prepared by OCHA in consultation with the Global Cluster Coordination group (GCC).  The paper briefly sets out the history and rationale for inter-cluster support missions and, recognizing that so far they have been planned in a fairly ad hoc manner, proposes a formal procedure for exactly how they should be initiated, planned and followed-up upon at the global and country levels.  
The paper also suggests that inter-cluster support missions fall in line with Recommendation 4 of Cluster Evaluation II which calls for an increased focus of resources for the cluster approach at the local level and asks Global Cluster Lead Agencies to adopt a “service mentality” towards their country-level clusters.  
II Background
Global clusters and OCHA have been participating in joint missions to the field since 2007 when workshops on the cluster approach were organised in various countries (e.g. Cote d’Ivoire, Guinea, Haiti, Timor-Leste).  The first inter-cluster support missions were initiated in 2009 in response to specific requests from country level partners for more targeted, in-country support to strengthen cluster coordination and leadership capacity.  So far there have been three such missions, one to Sudan (2009) and two to Pakistan (‘diagnostic’ in 2009 and ‘follow-up’ in 2010).  Two more are in the final stages of being organised, one to Colombia (June 2010) and one to Nepal (July 2010).  

Until now, the initial requests for missions have tended to come from RCs/HCs to OCHA.  OCHA (HCSS) has then invited broader participation from Global Cluster Lead Agencies, Cross-Cutting Issue Focal Points and representatives from NGO Consortia in order to ensure a more holistic approach to identifying and addressing some of the challenges in a particular operation, particularly in terms of strengthening the relationships between the different elements of the humanitarian response system.   In the draft guidance note, it is suggested that there should be a standard procedure whereby requests for inter-cluster support missions should come from the RC/HC and HCT of a country, following their agreement on the need for and purpose of a mission.  
III Purpose and scope of missions
The overall rationale for an inter-cluster support mission is to support humanitarian actors at country level to achieve a humanitarian response of the highest quality possible through strengthening coordination between and within every part of the humanitarian system and improving overall cluster performance, in line with the objectives outlined in the IASC Guidance Note for the use of the cluster approach.

Thus far, the exact purpose and scope of each mission has depended very much on the specific circumstances of the country in question and the particular ‘issues’ the mission has been asked to address.  For example, the first mission to Pakistan was ‘diagnostic’ in nature, requiring wide participation across clusters to assess strengths and weaknesses and produce cluster improvement plans.  The second mission to Pakistan looked much more at improving linkages between the HCT and clusters and between clusters, and at cluster coordination;  it was therefore not important for particular clusters to be represented but rather, to have a small team which could gain an overview of the humanitarian response structure as a whole and make recommendations for strengthening the relationships between the different components of that structure.  

With this in mind, the draft Inter Cluster Support Mission Guidance Note (Annex 1) suggests that individual Terms of Reference be developed for each mission based on the recommendations from the RC/HCT concerning the focus of the mission as well as its size and composition.  It is clearly neither desirable nor practical for all Global Cluster Lead Agencies or other relevant parties to participate in every mission.   The Focal Points for Cross-Cutting Issues have suggested that where they are unable to participate or where it is not appropriate for them to do so, they will provide a briefing for the members of the mission team on any pertinent issues they would like to be raised.    
IV Deciding the appropriate forum for planning Inter-Cluster Support Missions
As the draft guidance note says, the organization of inter-cluster support missions so far has been done through the GCC (whether electronically or by calling meetings to discuss particular missions).  If the IASC Working Group decides to endorse the IASC Task Team on the Cluster Approach’s proposal on the future of the GCC, the GCC will continue but with a clear mandate to discuss only operational issues.   The question then arises as to whether inter-cluster support missions fall into the category of ‘policy’ (therefore falling within the remit of the Task Team) or ‘operational’ (therefore falling within the remit of the GCC) or both.  

With strong linkages between the two groups and the ability of each to refer issues to each other, it should be possible for the more ‘policy’ type aspects of inter-cluster support missions (e.g. the prioritization of requests, decision whether to conduct a mission and agreement on the focus of the mission) to be considered by the Task Team and the more ‘operational’ aspects (e.g. election of a team leader, logistical arrangements, drawing lessons from other missions) to be considered by the GCC.   
V Proposed Actions
The IASC Working Group:

1. Agrees that the IASC Task Team on the Cluster Approach will be the forum for prioritizing inter-cluster support missions and for agreeing on the focus of each of these missions. 
2. Agrees that the Global Cluster Coordination group will be the forum for working out the operational/logistical arrangements for these missions.  

3. Endorses the draft Guidance Note on Inter-Cluster Support Missions (Annex 1), reflecting points (1) and (2) above.  
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ANNEX 1

DRAFT 16 June 2010
Inter-Cluster Support Missions
Guidance Note
VI Background

Recommendation 4 of the ‘Cluster Approach Evaluation II Synthesis Report’ calls for an increased focus of resources for clusters at the field level and for global clusters to adopt more of a “service mentality” towards their clusters at the national and local level.  The first inter-cluster support missions were initiated in 2009 in response to specific requests from country level partners for more targeted, in-country support to strengthen cluster coordination and leadership capacity.  Such missions would therefore seem to fall in line with this recommendation.  

So far, inter-cluster support missions have been organized on an ad hoc basis in response to country level requests.  This year though, the volume of requests for such missions has increased exponentially and it has become clear that there is a need for a more standardized approach, especially in terms of how such missions are requested, prioritized and organized.  Now that there have been several inter-cluster support missions, there is also an opportunity to learn from experience and to ensure that examples of good practice are shared from one mission to another.  
VII Rationale

The overall rationale for an inter-cluster support mission is to support humanitarian actors at country level to achieve a humanitarian response of the highest quality possible through strengthening coordination between and within every part of the humanitarian system and improving overall cluster performance, in line with the objectives outlined in the IASC Guidance Note for the use of the cluster approach.
The added value of a support mission which comprises Global Cluster Lead Agencies and partners from organizational/regional headquarters is that it provides a joint, external overview of the situation leading to joint recommendations for strengthening the whole response, rather than focusing on individual components.  Working directly with the RC/HC, HCT, clusters and partners at the country level, global missions can jointly identify challenges and potential ways to address them, and commit themselves to follow up by providing the appropriate support from the global level.   
The specific configuration and objectives of inter-cluster support missions depend on the context and needs of the country in question. In theory, a mission could take place at any point during the response from the intial stages to transition.  In some cases it may be advisable to have an initial ‘diagnostic’ mission but normal practice will be to focus on addressing specific issues identified in advance by the RC/HC and HCT.  In general, an inter-cluster support mission will aim to: 

· ensure a common understanding of the cluster approach amongst humanitarian actors and other relevant stakeholders including national authorities;

· strengthen awareness among Cluster Lead Agencies, Cluster Coordinators, and partners regarding their respective roles and responsibilities to lead and guide coordinated emergency response, including global level tools and resources available to support them
· strengthen the link between the strategic and operational coordination levels;

· improve inter-cluster coordination, including the effective integration of cross-cutting issues:
A specific Terms of Reference for each mission should be agreed in advance, in consultation between the HC, HCT, OCHA, Cluster Coordinators and other relevant stakeholders at the country level and Global Cluster Lead Agencies, Cross-Cutting Issue Focal Points and OCHA at the global level. 
VIII Procedure

· Requests for inter-cluster support missions should come from the RC/HC and HCT of a country, based on clear agreement that such a mission is needed and a shared understanding of the what the objectives and deliverables of the mission should be;

· The request should include suggestions regarding the objectives, timing, size and composition of the mission, taking into account any security concerns or other restricting factors in the country and the timing of any evaluations which have already been planned;

· The request should be sent to OCHA (Humanitarian Coordination Support Section) who will share the request with the IASC Task Team on the Cluster Approach, which will decide on the prioritization of all such requests. 

· Once the IASC Task Team agrees that an inter-cluster support mission will proceed, OCHA will communicate this decision to the relevant RC/HC and HCT. 

· Pending discussion at the July 2010 IASC WG, the forum for discussing the logistical organization of inter-cluster support missions will continue to be the Global Cluster Coordination (GCC) meeting. 

· Team composition will be decided in an open and democratic way (exact process to be agreed), based on the suggestions from the RC/HC and HCT in country regarding priority needs and specific global level support required.  Not every cluster or cross-cutting issue will need to be represented on every mission.  Cluster Lead Agencies have a responsibility to disseminate the invitation to participate in a mission, along with the ToRs, to cluster partners at the global level. Participants from Global Cluster Lead Agencies/Clusters who participate in the mission will act as representatives of their cluster(s) rather than their agency/organization.  

· A ‘mission leader’ should be elected by the team on the basis of his/her experience and seniority (exact process to be agreed).   

· Once mission participation is agreed, the ‘mission leader’ at the global level, with support from OCHA, will lead discussions and preparations with the HC, HCT, OCHA, Cluster Coordinators and other relevant stakeholders at the country level.  

· If Cross-Cutting Issue Focal Points are not part of the mission team or cannot support the mission from the country or regional level, they will produce a succinct briefing paper to be shared with the mission team before their departure.  

IX Follow-up

Suggested action points/recommendations from the mission should be ideally be produced before the mission leaves the country and in consultation with the requesting RC/HC and HCT.  Suggested action points/recommendations should be practical and realistic, taking account of the funding situation in country as well as the capacity and resources of specific clusters/agencies.  They should be addressed to particular stakeholders at the country and global level, with suggested time-frames for action and an indication of how results might be monitored and measured.  

Where ‘cluster improvement plans’ are produced as a mission output, Global Cluster Lead Agencies have a responsibility to continue to support their respective cluster(s) in their implementation, perhaps with the planning of subsequent cluster-specific missions to assess progress and address specific issues.   
A full mission report will be shared with all Global Cluster Lead Agencies, Cross-Cutting Issue Focal Points, NGO consortia and any other relevant stakeholders at the global level and it will be posted on the One-Response website. 
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