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ECHO  A4- Specific Thematic Policies





Brussels, 31 October 2014
Report Geneva Global Clusters Mission
(14 – 17 October 2014)
Mission Objectives :

1) Monitor performance of ERC funded Global Clusters for sectors of Wash, Shelter, CCCM, and Health, as well as UNOCHA

2) Explain 2015 Transition for ERC funding

3) Develop Global Clusters engagement for Aid Effectiveness basket of WHS

Main Challenges Identified :

The Global Clusters are the backbone to coordination of aid delivery by sector. They ensure response to sudden onset needs, and the maintenance of quality and improved effectiveness in protracted crises. They are necessarily personnel intensive, as their main role is expertise. Where there is not a timely engagement of Global Clusters we rapidly see the consequences, as presently with Ebola in West Africa. The unprecedented accumulation of 4 level 3 emergencies, and the Ebola crisis, in addition to a broad range of less spectacular humanitarian emergencies, is testing the existing capacities of even the best Global Clusters. Global Clusters ensure timely and quality coordination, technical expertise in the sector, and the application of lesson learning for both through rapid surge deployment (normally within 72 hours) for sudden onset disasters, as well as for protracted crises.
1) Personnel capacities & governance:
- while ensuring the continuation of sufficient financial resources remains important, the immediate strain presently is that of maintaining adequate human resources;
- the demands of meeting unprecedented levels of humanitarian needs have over-stretched existing human resource capacities; as seen for example in problems of recruitment/maintenance of surge team staff;

- with surge resources over-stretched, capacity to progress Global Cluster priorities  (as set out in multi-annual strategies) has been reduced just when it is most needed;

- the ability to maximise opportunities arising from the WHS process is presently constrained

- failure to ensure timely arrival of Cluster coordinators to take over from surge, adds extra strain
- continued co-leadership of some Global Clusters (Shelter, CCCM) with no dedicated coordinator remains a weakness 

2) Removing obstacles to the timely application of Global Cluster resources :

- the value-added and effectiveness of Global Clusters can be seen through what happens where their engagement is obstructed – as was seen in Myanmar in 2013 and as is presently evident in the Ebola crisis. The timely application the resources now available at Global Cluster level (rapid surge capacity for coordination, technical expertise support, repositories of best practice) has huge consequences for aid effectiveness;
- further progress in global humanitarian governance, such as more extensive 'step aside' is required to address persistent failures and obstacles in the system, as with continued dysfunctional RCs and HCTs

- for the quality of aid delivery, Global Cluster resources should also be available to facilitate improved responses to needs where no Cluster has been formally triggered, including refugee contexts (pragmatic progress is being made with UNHCR in this context).

- Global Clusters are increasingly reaching out to make their repositories of expertise available, such as to local actors. The Shelter Sector would be a good example of this.
3) ERC Transition
- Global Clusters greatly appreciated the support received through ERC, advice and technical cooperation as well as funding

- Global Clusters realise the need to broaden their funding base, and several are advancing with this; however, mutual expectations (donors/global clusters) on the responsibilities to sustainably mainstream global cluster capacity and costs (collectively capitalizing on the diversity of membership rather than on the CLA alone) and ensure predictable funding modalities need to be further clarified and enabled.  
- there is concern that ECHO/ERC should not make any sudden cuts that risk damaging the successful institution building that is being achieved;

- Global Clusters play an important role in innovation and technical progress as they are a platform to exchange on new approaches and mainstream successful practice. 
General Observations :
The ECHO Process Review restructured ECHO field staff to ensure a global overview of the main sectors, through regional overviews managed by regional sector experts. This includes tracking of the performance of Clusters and other coordination mechanisms. This work is now integrated with that of the key Global Clusters so that coordination problems identified by ECHO are reported directly to the Global Cluster at regional and global level. The Global Clusters are now equipped to respond to address such problems as they are raised. In addition to this basic role, the Global Clusters should include all the main agencies in the sector, identify the priority gaps to be addressed, and designate which agency or group of agencies will lead in addressing these gaps. This is captured in the 'Multi-annual Strategic Planning document of the Cluster – which for some Clusters, with 'traffic light' indicators, provides for rapid overview monitoring of progress.
Against this background, there continues to be considerable improvement across all Global Clusters met. There is accelerated learning and the application of best practices within and between Global Clusters (albeit limited and from a very low base in health). Global Clusters increasingly represent and cover their sectors; they are increasingly one of the most effective parts of the 'humanitarian system' - especially for mainstreaming innovations at and beyond sector-wide level, and implementing real improvements in aid effectiveness. 

Following the previous ECHO mission in spring 2014, significant improvement in coordination between global clusters and UNOCHA is now being achieved.  At ECHO's insistence, regular Global Cluster Coordinators/OCHA meetings have now been established. As a result, duplications and overlaps are already greatly reduced, and synergies identified and advanced.
The position of non-engagement of MSF, and to a much lesser extent ICRC, remains a problem, especially in the health sector. Both have Observer status – but apply this to have the most minimal engagement with the Global Health Cluster (there is better engagement by both organisations with the Global WASH Cluster). While in the field there is often close coordination between these agencies and the Clusters, at Geneva level MSF consistently decline even to attend the few key meetings
 of the Global Health Cluster. ICRC's recent 'Health Strategy 2014 – 18', declines to set out how it will engage with other health actors where it is working. Coming at a time when health needs globally are out-stripping the combined resources of all health agencies, this attitude is undermining the effectiveness not only of these agencies, but of the global health response. This issue should be taken up at the upcoming ECHO-ICRC Strategic Dialogue.
At ECHO's request, all Global Clusters met agreed to review/revise their Multi-Annual Strategies (including learning from good practice in other Global Clusters) to enhance measurability, and thus also to provide a M&E framework that includes a dashboard of progress as a reference for future work in the context of WHS Aid Effectiveness. 
Within these strategies, particular attention was requested to how beneficiary accountability is addressed within and across sectors.
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Annex : Specific Issues by Sector :
Shelter :
· main challenges in the sector are that of  communicating and advocating for the life-saving impact of shelter; post first-phase shelter/recovery shelter; the integration of a settlement approach to  shelter; and managing the need for durable  shelter cluster activations (compared to other clusters).

· improved Cluster membership & governance has increased coverage of the sector by the Global Cluster. The Shelter is also a pioneer for advanced satellite-based needs assessment. A technical working group has been established to review how to improve 'cash' applications in the Shelter sector.

· future opportunities to be realised :

- expand access to GSC resources/know how by local actors, and for refugee situations.

- overall, rapid and durable shelter solutions help to anchor populations otherwise forced to further movements, and provide the first significant asset for many displaced populations to recover and rebuild;

- major cost savings can be achieved through economies of scale with improved working together of shelter agencies for commonly agreed shelter designs;
- engagement with effective Shelter Cluster helps compensate for ECHO's limitations in ensuring quality shelter delivery (shelter is the only major sector where ECHO lacks dedicated single reference guidance, and sufficient field sector expertise)
Camp Management, Camp Coordination :
· main issues in sector :

- widespread political resistance to activate cluster due to sensitivities around the presence of "camps" (see also UNHCR policy on ´solutions alternative to camps
´)

- given that the majority of IDPs and refugees do not live in camps, CCCM actors are needed for communication and coordination in outside camp situations as well, especially in urban settings
;

- CCCM's role as "soft" service provider (coordination of camps and communities, not delivery of "hard" services/products), also in terms of its special relationship with the Protection and Shelter sectors;

· the CCCM Global Cluster has shown significant progress in guidance, improved triggering and deployment, and an effective surge deployment system.

· Opportunities: key role regarding AAP given CCCM's unique role of communicating with beneficiaries.
WASH :

· the main issues in the sector:

- Urban WASH needs which require technical capacity amongst WASH actors to increase. 
- Rationalisation of needs assessment across the cluster.
· WASH continues to be an exemplary global Cluster, for coherence of membership, governance and coverage of the sector. It continues to be the main reference model to be replicated in other sectors - but sustaining and institutionalizing the gains is becoming a challenge, particularly with the recent/expected appointment of a new GWC coordinator and Deputy coordinator.

· To improve effectiveness, the GWC Field Support Team (including its surge team) has been restructured, with greater integration and significant regional engagement.

· Opportunities: WASH has the comparative advantage/trail-blazer role for performant governance, for example for the rapid application of innovations and aid effectiveness breakthroughs. 

Health 

· main gaps/issues :  health needs increasingly exceeding the combined capacities of health agencies, notably for secondary health (especially surgery), and epidemics. The continued failure of the main health agencies to work better together to increase their combined health capacities.
· Some progress amongst health agencies in health cluster; improved WHO management (including improved complementarity between Foreign Medical Teams role and governance of the Cluster t help address under-capacity in the sector). Overall, however, these are diminished by WHO self-imposed institutional barriers, MSF  non-participation, and ICRC weak engagement.
· future opportunities to be realised : the imperative to increase the combined capacity of health agencies through working together better. This is essential to avoid repetitions of failed responses to outbreaks like the present Ebola emergency - which will happen if this is not done.

UNOCHA :

· fully shares Global Cluster concern on continued governance issues, notably obstacles to facilitate more timely application of global cluster resources, and thus more effective responses.
· recognises that the role of Global Clusters, and all the opportunities that came with their progress, had not been appropriately engaged in an ITA humanitarian system focused on Emergency Directors. This shift is now mirrored in the field with John Ging instruction to Heads of OCHA offices to coordinate directly with Cluster coordinators (given the persistent failures of HCTs and RC in this respect).
· future opportunities to be realised : cost-savings, elimination of duplications (for example I needs assessment), economies of scale through cross Global Cluster cohesion

� At the very time that Ebola was getting out of control in West Africa, that MSF launched its 'Where Is Everyone' document and a solo advocacy campaign for support in the Ebola response, they declined to attend core meetings of the Global Cluster where they could have worked with other agencies to work together, including common training, for an earlier and timely scale-up of the Ebola treatment response.


� � HYPERLINK "http://www.unhcr.org/5422b8f09.pdf" �http://www.unhcr.org/5422b8f09.pdf�





� http://www.globalcccmcluster.org/tools-and-guidance/publications/urban-displacement-out-camps-review





