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Draft IASC Background Paper - Cluster De-Activation and Preparedness

The purpose of this background paper is to present priority discussion areas for consideration on cluster de-activation and the related role of clusters in preparedness to support decision taking by the IASC Working Group. This paper should be considered in relation to the IASC Cluster Coordination Reference Module.

The basis for cluster de-activation

The IASC Principals agreed that the activation of clusters must be more strategic, less automatic and time limited.  It follows that a clear approach to cluster de-activation is required to adhere to commitment made to limit clusters to emergency response activities. 

In its simplest form, the criteria applicable to the de-activation of cluster mirror the criteria for activation[footnoteRef:1]. At a point when the criteria evoked to activate a cluster(s) no longer apply the cluster(s) may be de-activated.  However, in a context where the number of international actors is significantly reduced, but the national counterparts still do not have the capacity to lead the sectoral coordination mechanism discretion on the part of the HC and HCT will be required in determining de-activation. [1:  A trigger event in the form of a new large-scale emergency or sharp deterioration and/or significant change in an existing humanitarian situation; evaluation of national response and coordination capacity and/or national response to appropriately meet needs; humanitarian needs justify a multi-sectoral approach that the existing coordination and response mechanisms can no longer adequately address; size of the operational presence (the number of actors and complexity of response) requires a sector- specific coordination mechanism if this does not already exist.
] 


In cases where de-activation is determined because an alternative sectoral coordination mechanism (i.e. government-led sectoral coordination) is best suited to address the operational context, typically because of reduced humanitarian needs and/or enhanced national capacities, this does not necessarily imply the absence of residual humanitarian needs.   

Part of the raison d’être of clusters (as per their ToRs) is to systematically aim to build their counterpart’s capacity to lead and clusters should always be working towards putting themselves out of business. Best practice indicates that a strategy for de-activation or transition to national structures is developed within the cluster early in its inception, with benchmarks to guide the analysis of de-activation for that sector of work.  

A review is expected to take place by the HC and HCT on a regular basis to ensure that alternative coordination mechanisms are established as soon as appropriate for the overall response or for those sectors where national capacities are most effectively (re)established. 

Cluster activation or de-activation should be considered without prejudice to formulating funding requirements, determining participation in the HCT, engagement in the inter-cluster/inter-sectoral coordination fora, or other inter-agency humanitarian coordination structures which support the delivery of efficient and strategic humanitarian action.



Cluster Review

	Context
	Status and review
	Implications

	L3 acute emergency
	De-activation review within three months of onset, time-bound by Principals’ decision (HCT)
	Surge capacity withdraws at same time as review.  Transition plan from L3 required by ERC.

	Protracted crisis/complex emergency
	Bi-annual review against criteria; justification of need for coordination structures in advance of CAP or appeal process and its mid-year review (HCT)
	Rationale included in the strategic plan, strategic objectives include sectoral and cluster contributions.

	Recurrent/ high risk
	Explicit review of proposed cluster structures and roles in contingency plans.  (Inter-agency contingency plan)
	Capacity development and other support systematically undertaken by operational organizations in country, with national counterparts.  



In addition to regular review by the HC and HCT of national coordination capacity, clusters will be assessed by the country team on an annual basis to ensure “they remain active only when they add value”.  This review may be complemented by an annual country review of clusters by IASC Emergency/Operational Directors

Cluster de-activation Procedures

1. The HC agrees with the HCT which clusters (and AORs) have been able to successfully transfer effective coordination responsibilities to national counterparts (government or other), and recommends de-activation.  Clear rationale for those clusters which may still be required is presented during the review process, along with explicit plans to move towards transfer of sectoral coordination in the next period.

2. The HC provides a summary of this review and outcomes to the ERC outlining which clusters are to be de-activated, along with an indication of other sectoral coordination mechanisms in place, agency focal points engaging with these sectoral coordination mechanisms, and implications of these decisions on contingency planning.

3. The ERC transmits this note to the IASC Principals and GCLAs

The role of clusters in preparedness

Preparedness in the present context is based on general principles outlined in the draft Inter-Agency Emergency Response Planning (ERP) concept[footnoteRef:2] in which cluster lead agencies have the main responsibility to initiate and lead response planning and standard operating procedures at cluster/sector level in-country. [2:  The ERP focuses on the readiness component of the international community’s response, moving away from scenario based planning, and is composed of four segments: common country risk assessment; minimum preparedness actions; a response concept strategy; and standard operating procedures. Clusters – if activated – or sectors should coordinate their preparedness and response planning within the ERP structure. If clusters are not activated and sector planning not feasible, cluster lead agencies should align their preparedness and response planning to the ERP methodology to ensure coordination and coherence in case they need to resume cluster lead responsibilities in case clusters are activated during a disaster] 


Clusters are activated to support response. If clusters are established as part of a response where there is a high risk of recurring or new disaster, they should not be limited to response, but should also work on preparedness as risks evolve (for example, in South Sudan) providing that preparedness activities do not weaken the coordination of the response.  Global Clusters may support country clusters in their preparedness work (e.g. resources, capacity-building, guidance, technical support, surge capacity from HQ).

In high risk countries that do not have activated clusters, but where early warning systems indicate a potential need for a significant international response (such as Syria or Mali more recently), Global Clusters should support (non-cluster) country coordination structures in preparedness activities based on a request by the HC or RC, subject to available resources and recognizing the need to harness agency resources for implementation of the agreed measures. The responsibility of Global Cluster Lead Agencies in these contexts requires definition.

Guidance on the role of clusters in preparedness will be further adapted based on the results of studies currently underway on the types of preparedness activities undertaken by clusters at the country level and the funding of these activities.


Proposed Action Points
The IASC Working Group:
1. [bookmark: _GoBack]Endorses the procedures on cluster de-activation and the related role of clusters in preparedness for inclusion into the IASC Cluster Coordination Reference Module.
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