Shelter Recovery and Reconstruction Project – Handover ToRs – Two Versions DRAFT

Introduction

Below are two differing ToRs for transfer the leadership of cluster, at the approach to the end of an emergency. These two ToRs have been created as part of the 2013 workplan for the global Emergency Cluster Shelter, Recovery and Reconstruction Working Group.

Each scenario comprises the following sections:

1. Guidance for narrating the pre-amble or introduction to the ToR, specific to the field situation

2. Guidance for narrating the assessment of the trigger conditions which are instigating the handover process at the national level

3. Guidance for outlining any key terms of concepts which need localised definition or explication as part of the ToR

4. Guidance for narrating the risks and scenarios over which the ongoing humanitarian coordination, and the handover of coordination, must operate

5. The specific list of responsibilities, roles and tasks for each and all parties to the handover, as outlined in the rest of this introduction section, immediately below

6. As an annex, an Excel spreadsheet, the lists of roles and tasks is transferred to a template timeline, with example indicators given, to permit monitoring of the handover process.

There is considerable overlap between the two ToRs, for sections 1-4. It should be noted that the two ToRs, and the guidance in general in this document, is for the handover of coordination – for guidance on the handover of implementing projects, please refer to the relevant sections in other shelter-sector guidance documents, such as the Transitional Shelter Guidelines[footnoteRef:1] or relevant internal organisational guidance. [1:  Section 4.5, Transitional Shelter Guidelines, Shelter Centre, 2012.] 


The workplan provides for two scenarios in which these handover ToRs could be used – (a) a handover between humanitarian organisations, and (b) a handover from a humanitarian organization to a national government body. The ToRs below are also intended to be adaptable for other common handover scenarios, including the handover to a consortium of locally established NGOs, or where the handover splits out different ongoing tasks and responsibilities to different actors. The ToRs are also meant to take into account the common differences in coordinating responses in natural-disaster, conflict, and complex-emergency situations, and are meant to take into account the common differences in situations where the majority of the affected population are not displaced, and where there are still significant percentages of the affected population who are displaced, or who are not yet settled on their intended long-term location. The two scenarios also take into account the possibility that coordination hubs have been established, which may have their own timetables differing from that of the national-level coordination. The two scenarios also take into account situations where there may in the future be a recurrence of short-cycle natural disasters, and the need to re-activate a cluster for emergency response, concurrent with the ongoing existence of a cluster tasked with support for recovery activities. Lastly, the scenarios also take into account situations in complex emergencies, where a cluster has been activated in response to a natural disaster, but where in some parts of the country there has existed, and continues to exist, a separate cluster supporting humanitarian responses to ongoing armed conflict. It is expected that in all cases both ToRs would be adapted to specific field situations, with phrases removed or rephrased, as needed.

Whilst in both scenarios, the organisation doing the handing over is assumed to be a humanitarian organisation, the principle of cluster coordination at the national level is one of full participation, hosting, or co-chairing by national government offices, and both scenarios emphasise the importance of providing adequate support to national governments.

The handover of coordination responsibilities should not take place in isolation, and should always form part of the continuum of support for disaster-affected populations, and should be planned for from the outset of the humanitarian response, and described as an integral part of the coordination activities in all initial national cluster strategy documents. Included in all of those initial cluster strategy documents, should be a description of the necessary conditions which would trigger the handover process. These triggering conditions are described in the first section of the two ToRs below.

The two scenarios below assume that at the initial establishment of the national shelter cluster, there was a ToR (or an MoU with the national government) created, which outlined the objectives, roles, responsibilities and tasks of the national Shelter[footnoteRef:2] Cluster. As the primary guiding principle for the two ToRs, a review of the activities of the Shelter Cluster can be made, and from that review, the specific responsibilities and tasks listed in the initial emergency-phase ToR/MoU can be re-categorised in a sort of triage, and this re-categorisation forms the overall organisation for the two ToRs: [2:  For the purposes of this draft document, the name Shelter Cluster when referring to the national level, includes all variations, such as Shelter and NFI Cluster, etc.] 


1. There will be some activities from the original Shelter Cluster ToR which have been completed, and which can be removed from the list
2. There will be some activities which are still ongoing at the date of drafting the ToR for handover, but where it is anticipated that they too will be completed in the near future, by the time of the final exit of the organisation which is doing the handing-over
3. There will be some activities which can be effectively and properly handed over to the successor organisation (or government office, etc) immediately, before the final formal date of handover
4. There will be some activities which can be properly devolved to regional or local coordination actors, and away from national or central coordination
5. There will be some activities which will not have been completed by the date of the final formal handover, and which form one part of the ToR for the successor organisation
6. There will be some activities which were not included in the ToR for the original Shelter Cluster, but which are needed to be included anew, as the needs of the disaster-affected populations evolve, and which form another part of the ToR for the successor organisation. 

As a subsidiary framework organisation for the ToRs, each of the sets of activities will be listed generally in order according to the following relationships:

Global Cluster Lead Agencies
Resident Coordinator/Humanitarian Coordination
UNOCHA at the national level
International donors
National government offices or ministries
Shelter Cluster partners, and anticipated partners in the successor coordination forum
Local hubs, local authorities, or other local actors
Other individual actors

It should be noted that not all activities will be relevant to the relationships with all of the actors listed here. At the same time, some activities will be relevant to more than one category of actor.




TERMS OF REFERENCE 1 – HUMANITARIAN ORGANISATION TO HUMANITARIAN ORGANISATION



Guidance for narrating the pre-amble or introduction to the ToR, specific to the field situation

For the introduction or preamble of the Handover ToR, the following points should be made:

· State the purpose of the Handover ToR, that is, to ensure the continued support of a disaster-affected population in their recovery, and the support of the national government, through road-mapping the handover process from the humanitarian coordination perspective
· Re-cap the major achievements by numbers since the disaster, and highlight briefly, the challenges which are still faced. Refer this back, in brief overview, to the original ToR for the Shelter Cluster
· State the general timeline and end-date for the handover process, and name the key actors involved.


Guidance for narrating the assessment of the trigger conditions which are instigating the handover process at the national level

· Re-cap the main trigger conditions for handover, as listed in the original Shelter Cluster ToR
· Briefly review whether there has been any discussion by the Cluster SAG or any others, about changing any of those trigger conditions during the lifetime of the Shelter Cluster, and whether indeed there has been any changes
· State whether all of the trigger conditions in the original ToR continue to be relevant
· List all those trigger conditions which have occurred already, are occurring, or are anticipated to occur shortly
· List the trigger conditions, if any, which are not anticipated to occur in the near future, and to what extent this may affect the handover process.

Guidance for outlining any key terms of concepts which need localised definition or explication as part of the ToR

· In some cases, there may need to be an outlining of localised definitions of words which are key to the terms of the handover ToR. This may be particularly the case where:
· The successor organisation will not be leading a Cluster, but will instead be leading a forum with some other sort of title (e.g. ‘working group’, national forum’ etc)
· Certain national benchmarks for recovery are being attached to key words or phrases, in the national, but not global, context.

Guidance for narrating the risks and scenarios over which the ongoing humanitarian coordination, and the handover of coordination, must operate

· All major risks should be listed. It may be helpful to use some form of table, so that the likelihood and potential severity can be indicated
· A more detailed discussion should be given to those risks which may touch most directly on any of the roles and tasks for the successor organization, listed later in the handover ToR
· Where necessary and appropriate, a separate discussion should be made for risks of future recurrences of disasters which would necessitate either the reactivation of the emergency-phase Shelter Cluster, or else the activation of some other sort of coordination forum for emergency response.

The specific list of responsibilities, roles and tasks for each and all parties to the handover, as outlined in the rest of this introduction section, immediately below

These lists act as templates. For specific field situations, some points may be deleted, whilst others may need to be re-phrased. As the lists below are generalized examples, in actual field situations there may be specific points which should be assigned to different categories of activities than the ones given directly below. However, if there are too few activities listed in the categories for already completed or soon to be completed, then there may need to be further review of whether indeed there really has been sufficient of the trigger conditions necessary for a handover of cluster responsibilities. 

Activities from the Shelter Cluster ToR which are acknowledged by all parties to the ToR, to have been already completed:

· Advocate for donors to fund Shelter Cluster members to carry out priority activities, while at the same time encouraging participants to mobilise independent and other resources
· Identify core advocacy concerns, including resource requirements, and contribute key messages to broader advocacy initiatives of the humanitarian community and other actors
· Promote emergency response actions while at the same time considering the need for early recovery planning as well as prevention and risk reduction concerns
· As soon as appropriate initiate preparatory work for the recovery phase and the exit strategy
· Encourage effective links with clusters working in other sectors or thematic areas
· Developing agreed response strategies and action plans ensuring that these are adequately reflected in overall emergency response, transitional and early recovery shelter strategies
· Ensure as far as possible that emergency shelter and NFI response strategy is guided by relevant policy guidelines, technical standards and relevant commitments with the government at national, provincial and district level
· Develop an information management strategy for effective integration and sharing of data for planning, monitoring and reporting
· Identify key humanitarian partners for shelter and NFI response, respecting their respective mandates and program priorities
· Develop a single format for reporting which can be shared with other sectors and at an inter-cluster level
· Ensure the establishment/maintenance of appropriate sector coordination mechanisms, including working groups at the national, provincial and district level if necessary

Activities from the Shelter Cluster ToR which are to be completed within the near future, within the time-frame for the continued coordination by the Shelter Cluster:

· Ensure as far as possible that shelter responses are in line with existing (IASC) policy guidelines, Sphere technical standards, and relevant government human rights legal obligations
· Represent the interests of the Shelter Cluster in discussions with the humanitarian community on prioritization, resource mobilization and advocacy
· Hold Strategic Advisory Group (SAG) meetings on issues relevant to the Shelter Cluster members
· Promote a range of regional appropriate technical guidelines for providing safe, dignified shelter and share these amongst Shelter Cluster members, the government and other clusters
· Ensure that Shelter Cluster members are aware of relevant policy guidelines and technical standards
· Ensure monitoring mechanisms are in place to review impact of the Shelter Cluster and progress against implementation plans
· Identify common strategies for communicating with public, media, and policy makers, including for the marketing and advocacy of appeals to donors
· Enhance the timeliness and efficiency of shelter and NFI provision to the most vulnerable of the affected population

Activities from the Shelter Cluster ToR which can be handed over immediately to the successor coordinating organisation, before the date of the final formal handover:

· Develop and revise where necessary, a Shelter Early Recovery strategy for the coordination after the relief phase
· Coordinate Technical Working Groups (TWIGs) on technical issues relevant to the Shelter Cluster members
· Draw lessons learned from activities and members feedback to revise strategies and action plans accordingly

Activities from the Shelter Cluster ToR which can be handed over to regional or local partners, devolved from further central coordination:

· Ensure the coordination in distribution of shelter distribution to households by reducing duplication and filling gaps
· Act as focal point for inquiries on shelter and NFI distribution response plans and operations

Activities from the Shelter Cluster ToR which will not be completed by the date of the formal handover, and which will be undertaken thereafter by the successor organization:

· Promote integration of the IASC’s agreed priority cross-cutting issues, namely human rights, HIV/AIDS, age, gender and environment, utilising participatory and community based approaches
· Represent shelter needs in discussions with the Resident Coordinator and the government at national, provincial and district level on prioritisation, resource mobilisation and advocacy
· Ensure adequate reporting and effective information sharing, with the government and with UNOCHA
· Effectively communicate cluster activities through regular production of situation reports, maps, bulletins, and other relevant information to partners and stakeholders
· Support efforts to strengthen the capacity of the national authorities and civil society
· Identification of gaps in coverage, and changing trends in those gaps, through IM activities
· Provide and maintain a information coordination platform for partners
· Ensure appropriate coordination with all humanitarian partners and encourage participants to work collectively, ensuring the complementarities of the various stakeholders’ actions
· Identify other key partners including private sector and environmental agencies
· Promote and support training of humanitarian personnel and capacity building of humanitarian partners at national, provincial and district level


Activities not included in the Shelter Cluster ToR, which are included here for the first time:

· Advocate for donors to fund Cluster members to carry out Recovery and Reconstruction programming, and to ensure that there is no gap in funding between Emergency or Transitional Shelter programming, and Recovery and Reconstruction programming
· Work with relevant government offices, and other development actors, to identify core advocacy concerns, including resource requirements, and contribute key messages to broader advocacy initiatives for Recovery and Reconstruction
· Ensure as far as possible that the Recovery strategy is guided by relevant policy guidelines, technical standards and relevant commitments with the government at national, provincial and district level
· Develop an information management strategy for effective integration and sharing of data for planning, monitoring and reporting for Recovery programming
· Identify and undertake outreach to partners for the Cluster in Recovery activities: develop a strategy and guidelines for engagement with non-Cluster partners, and the private sector
· Hold Strategic Advisory Group (SAG) meetings on issues relevant to the Cluster members
· Ensure the establishment/maintenance of appropriate Recovery coordination mechanisms, including working groups at the national, provincial and district levels if necessary
· Ensure as far as possible that Recovery programming are in line with existing  policy and technical guidelines guidelines on housing, urban planning and infrastructure: where necessary, advocate for the review or development of technical or planning guidance and policy with government partners
· Ensure that Cluster members are aware of relevant policy guidelines and technical standards
· Prepare contingency planning for the support of the re-activation of the Shelter Cluster, should there be a reoccurrence of any disaster, or new disaster, during the duration of the new Cluster, and Recovery programming
· As soon as appropriate initiate preparatory work for the new Cluster exit strategy, and complete handover of all further responsibilities to the relevant government offices.




TERMS OF REFERENCE 2 – HUMANITARIAN ORGANISATION TO GOVERNMENT MINISTRY OR OTHER GOVERNMENTAL OFFICE



Guidance for narrating the pre-amble or introduction to the ToR, specific to the field situation

For the introduction or preamble of the Handover ToR, the following points should be made:

· State the purpose of the Handover ToR, that is, to ensure the continued support of a disaster-affected population in their recovery, and the legitimate role of the national government, through road-mapping the handover process from the humanitarian coordination perspective
· Re-cap the major achievements by numbers since the disaster, and highlight briefly, the challenges which are still faced. Refer this back, in brief overview, to the original ToR for the Shelter Cluster
· State the general timeline and end-date for the handover process, and name the key actors involved.


Guidance for narrating the assessment of the trigger conditions which are instigating the handover process at the national level

· Re-cap the main trigger conditions for handover, as listed in the original Shelter Cluster ToR. Make note where appropriate, of any trigger conditions which refer to the re-capacitation of the national government after the disaster, and the ability of the government to take on all further coordination responsibilities
· Briefly review whether there has been any discussion by the Cluster SAG or any others, about changing any of those trigger conditions during the lifetime of the Shelter Cluster, and whether indeed there has been any changes
· State whether all of the trigger conditions in the original ToR continue to be relevant
· List all those trigger conditions which have occurred already, are occurring, or are anticipated to occur shortly
· List the trigger conditions, if any, which are not anticipated to occur in the near future, and to what extent this may affect the handover process.

Guidance for outlining any key terms of concepts which need localised definition or explication as part of the ToR

· In some cases, there may need to be an outlining of localised definitions of words which are key to the terms of the handover ToR. This may be particularly the case where:
· The government office will not be leading a Cluster, but will instead be leading a forum with some other sort of title (e.g. ‘working group’, national forum’ etc)
· Certain national benchmarks for recovery are being attached to key words or phrases, in the national, but not global, context
· The ongoing coordination will actually be split between more than one government office or ministry, and the titles of those offices do not correspond in local definition to the terms as used by the humanitarian community at the global level.

Guidance for narrating the risks and scenarios over which the ongoing humanitarian coordination, and the handover of coordination, must operate

· All major risks should be listed. It may be helpful to use some form of table, so that the likelihood and potential severity can be indicated
· A more detailed discussion should be given to those risks which may touch most directly on any of the roles and tasks for the government office(s), listed later in the handover ToR
· Where necessary and appropriate, a separate discussion should be made for risks of future recurrences of disasters which would necessitate either the reactivation of the emergency-phase Shelter Cluster, or else the activation of some other sort of coordination forum for emergency response. This may need to be clearly explicated if it is the government’s intention to also coordinate any future emergency responses, rather than activate clusters.

The specific list of responsibilities, roles and tasks for each and all parties to the handover, as outlined in the rest of this introduction section, immediately below

These lists act as templates. For specific field situations, some points may be deleted, whilst others may need to be re-phrased. As the lists below are generalized examples, in actual field situations there may be specific points which should be assigned to different categories of activities than the ones given directly below. However, if there are too few activities listed in the categories for already completed or soon to be completed, then there may need to be further review of whether indeed there really has been sufficient of the trigger conditions necessary for a handover of cluster responsibilities. 

Activities from the Shelter Cluster ToR which are acknowledged by all parties to the ToR, to have been already completed:

· Advocate for donors to fund Shelter Cluster members to carry out priority activities, while at the same time encouraging participants to mobilise independent and other resources
· Identify core advocacy concerns, including resource requirements, and contribute key messages to broader advocacy initiatives of the humanitarian community and other actors
· Promote emergency response actions while at the same time considering the need for early recovery planning as well as prevention and risk reduction concerns
· As soon as appropriate initiate preparatory work for the recovery phase and the exit strategy
· Encourage effective links with clusters working in other sectors or thematic areas
· Developing agreed response strategies and action plans ensuring that these are adequately reflected in overall emergency response, transitional and early recovery shelter strategies
· Ensure as far as possible that emergency shelter and NFI response strategy is guided by relevant policy guidelines, technical standards and relevant commitments with the government at national, provincial and district level
· Develop an information management strategy for effective integration and sharing of data for planning, monitoring and reporting
· Identify key humanitarian partners for shelter and NFI response, respecting their respective mandates and program priorities
· Develop a single format for reporting which can be shared with other sectors, at an inter-cluster level, and through the appropriate channels with the government offices tasked with liaison with the cluster mechanism
· Ensure the establishment/maintenance of appropriate sector coordination mechanisms, including working groups at the national, provincial and district level if necessary

Activities from the Shelter Cluster ToR which are to be completed within the near future, within the time-frame for the continued coordination by the Shelter Cluster:

· Ensure as far as possible that shelter responses are in line with existing (IASC) policy guidelines, Sphere technical standards, and relevant government human rights legal obligations
· Represent the interests of the Shelter Cluster in discussions with the humanitarian community on prioritization, resource mobilization and advocacy
· Hold Strategic Advisory Group (SAG) meetings on issues relevant to the Shelter Cluster members
· Promote a range of regional appropriate technical guidelines for providing safe, dignified shelter and share these amongst Shelter Cluster members, the government and other clusters
· Ensure that Shelter Cluster members are aware of relevant policy guidelines and technical standards
· Ensure monitoring mechanisms are in place to review impact of the Shelter Cluster and progress against implementation plans
· Identify common strategies for communicating with public, media, and policy makers, including for the marketing and advocacy of appeals to donors
· Enhance the timeliness and efficiency of shelter and NFI provision to the most vulnerable of the affected population

Activities from the Shelter Cluster ToR which can be handed over immediately to the successor coordinating organisation, before the date of the final formal handover:

· Develop and revise where necessary, a Shelter Early Recovery strategy for the coordination after the relief phase
· Coordinate Technical Working Groups (TWIGs) on technical issues relevant to the Shelter Cluster members
· Draw lessons learned from activities and members feedback to revise strategies and action plans accordingly

Activities from the Shelter Cluster ToR which can be handed over to regional or local partners, devolved from further central coordination:

· Ensure the coordination in distribution of shelter distribution to households by reducing duplication and filling gaps
· Act as focal point for inquiries on shelter and NFI distribution response plans and operations

Activities from the Shelter Cluster ToR which will not be completed by the date of the formal handover, and which will be undertaken thereafter by the successor organization:

· Represent shelter needs in discussions with the Resident Coordinator on prioritisation, resource mobilisation and advocacy
· Ensure adequate reporting and effective information sharing with UNOCHA, or with other UN offices, in the case of UNOCHA exiting the country
· Effectively communicate cluster activities through regular production of situation reports, maps, bulletins, and other relevant information to partners and stakeholders, within the Cluster, other government offices, and for public use
· Participate in efforts to further strengthen the capacity of the government, including other ministries or offices, and of civil society
· Identification of gaps in coverage, and changing trends in those gaps, through IM activities
· Provide and maintain a information coordination platform for cluster partners
· Ensure appropriate coordination with all humanitarian partners and encourage participants to work collectively, ensuring the complementarities of the various stakeholders’ actions
· Identify other key partners including private sector and environmental agencies
· Promote and support training of humanitarian personnel and capacity building of humanitarian partners at national, provincial and district level


Activities not included in the Shelter Cluster ToR, which are included here for the first time:

· Represent the Cluster in dicussions with the national government executive in planning and undertaking reconstruction conferences, or other communications with international donors, for funding for Cluster members, government offices, and other actors, to carry out Recovery and Reconstruction programming, and to ensure that there is no gap in funding between Emergency or Transitional Shelter programming, and Recovery and Reconstruction programming
· Work with other government ministries, and with development actors, to identify core advocacy concerns, including resource requirements, and contribute key messages to broader advocacy initiatives for Recovery and Reconstruction
· Ensure as far as possible that the Recovery strategy is guided by relevant policy guidelines, technical standards and relevant commitments with other government offices (ministerial, task-force or civil service) at national, provincial and district levels
· Promote priority cross-cutting issues, namely human rights, HIV/AIDS, age, gender and environment, utilising participatory and community based approaches within the cluster, and act as representative of the cluster when promoting those issues with other governmental ministries
· Develop an information management strategy for effective integration and sharing of data for planning, monitoring and reporting for Recovery programming
· Identify and undertake outreach to partners for the Cluster in Recovery activities: develop a strategy and guidelines for engagement with non-Cluster partners, and the private sector
· Hold Strategic Advisory Group (SAG) meetings on issues relevant to the Cluster members
· Ensure the establishment/maintenance of appropriate Recovery coordination mechanisms, including working groups at the national, provincial and district level if necessary
· Ensure as far as possible that Recovery programming are in line with existing  policy and technical guidelines guidelines on housing, urban planning and infrastructure: where necessary, advocate for the review or development of technical or planning guidance and policy with other relevant government ministries
· Ensure that Cluster members are aware of relevant policy guidelines and technical standards, governmental or otherwise
· Prepare contingency planning for the support of the re-activation of the Shelter Cluster, or other designated emergency response coordination mechanism, should there be a reoccurrence of any disaster, or new disaster, during the duration of the new cluster, and Recovery programming
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