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Terminology
and definition

Introduction

“If you want to walk fast, walk alone.
If you want to walk far, walk together.”
— African proverb

Emergency contexts present many challenges regarding delivery of aid. The
coordination of humanitarian assistance plays a central role in addressing
these.

The Minimum Standards for Child Protection in Humanitarian Action
(CPMS), CPWG, 2012 outlines 26 standards required to ensure adequate
protection of children in emergencies. Standard 1 addresses coordination:

“Relevant and responsible authorities, humanitarian agencies, civil society
organizations and representatives of affected populations coordinate their
child protection efforts in order to ensure full, efficient and timely responses.”

Coordination is also embedded in many of the quality and accountability
frameworks that guide humanitarian actions, such as the Core Humanitarian
Standard for Quality and Accountability (CHS) (2014), the Red Cross and
Red Crescent Code of Conduct and the Sphere Standard (2011).

As these standards state, coordination is not a goal in and of itself.
Humanitarian actors coordinate in order to improve the effectiveness of the
response.

The purpose of this Handbook is to provide actors with guidance on how
to coordinate child protection responses in humanitarian contexts in order
to ensure more predictable, accountable and effective child protection
responses in emergencies around the world.

This Handbook is designed for situations where the international community
is formally engaged with the humanitarian response and where the cluster
system has been activated. The Handbook may, however, also be useful for
contexts where there is no cluster approach.

Although the Handbook is primarily addressed to child protection
coordination teams, which may include coordinators, co-leads and
information managers, the guidance is equally valid for all members of the
child protection coordination group, including national and international non-
governmental organizations (NGOs), government representatives and other
members, who seek to achieve an effective and coordinated response.

Throughout this Handbook, the term ‘child protection coordination group’
will be used and may be taken as referring to ‘child protection sub-cluster’,
‘child protection working group’, ‘child protection Area of Responsibility” or
‘child protection sector coordination group’.

This Handbook is an updated version of the 2010 Child Protection in
Emergencies Coordinator’s Handbook (CPWG). It includes guidance on
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the Transformative Agenda Protocols as well as learning on coordination
since 2010.

Child protection in emergencies is defined in the CPMS as “the prevention
of, and response to, abuse, neglect, exploitation of and violence against
children in emergencies”.

This Handbook has four sections, each of which is divided into chapters:
Structure

e Section 1 explains the operating environment in which international
humanitarian coordination takes place. It presents a brief background
to, and key elements of, the United Nations system for humanitarian
coordination as well as the mandates and responsibilities of relevant
organizations. The section also provides an overview of the international
standard framework that is central to child protection responses in
emergencies.

e Section 2 unpacks the first core function of cluster coordination: to
establish a platform for service delivery. The section presents the criteria
for cluster activation and explores the foundations for setting up a child
protection coordination structure, including establishing a coordination
group at national and sub-national levels, managing the group, systems
for information management, defining the roles of members in the
coordination group, and transitioning and cluster deactivation.

e Section 3 focuses on the five other core functions of cluster
coordination: informing strategic decision making, developing a
child protection response strategy, building national capacity for
preparedness, monitoring and evaluation, and advocacy. It also
highlights key competencies for humanitarian child protection
coordination and provides tips on how to interact with members,
organize meetings, build consensus and resolve conflicts.

e Section 4 provides guidance to ensure standards for quality child
protection programming are promoted and upheld.

Within each chapter in each section, reference documents are highlighted

as either recommended reading, which coordinators should study, or
further reading, which are optional but will enhance understanding.
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Factors
determining
type of
coordination
structure

Further
reference

The shape that humanitarian coordination takes varies in different
emergency contexts. The type of coordination structure that is appropriate
depends on the size of the emergency and its impact, the strength of the
government to address the resulting needs and its stance towards the
affected population. Determining questions are:

Is it a natural disaster or a complex emergency? Or both?

Is the emergency sudden onset or protracted?
Are the affected populations IDPs or refugees?

What is the position of the government towards the affected
population and the response organizations?

What is the estimated size of the affected population?

The national government has the mandate to coordinate and
ensure the response to the emergency, but does it have adequate
capacity?

Where the government has the capacity to coordinate the response to

an emergency, it will do so based on established national humanitarian
coordination structures and procedures. These are explored in chapter 2.
International partners can reinforce the government’s coordination capacity
if requested.

Where the government does not have the capacity to coordinate the
response to an emergency, the international community will usually be
requested to support the relief effort. For these contexts, the UN and the
Inter-Agency Standing Committee (IASC) have outlined the recommended
methods of coordination.* This architecture is explored specifically in
chapters 3 and 4.

Recommended reading for coordinators:
International Council of Voluntary Agencies, ‘The Context of Coordination’,

section 3 in NGO Coordination Guide, version 1.0, 2013, ICVA, <www.
icvanetwork.org>.

1 |Ifitis a response involving refugee populations, UNHCR has the mandate to respond and will
do so using a Refugee Coordination Model. As mentioned in the introduction, this Handbook
was developed for situations where the IASC cluster approach has been adopted.
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National
Disaster
Management
Agency

Each State has the responsibility first and foremost to take care of the
populations affected by disasters and other emergencies on its territory. The
affected State therefore has the primary role in the initiation, organization,
coordination and implementation of humanitarian assistance within its
territory.?

However, an evaluation conducted in 2010 of humanitarian responses
found:

“In their current implementation, clusters largely exclude national and local
actors and often fail to link with, build on, or support existing coordination
and response mechanisms. Among other reasons, this is due to insufficient
analysis of local structures and capacities before cluster implementation, as
well as a lack of clear transition and exit criteria and strategies. As a result,
the introduction of clusters in several cases weakened national and local
ownership and capacities.”®

Ensuring a better analysis of national coordination structures is vital to
improving our collective humanitarian responses.

A national response involves a large number of government departments or
agencies, including those responsible for health and social welfare. This is
why, in many countries, a body has been established within the government
whose role it is to coordinate this range of departments. This body has
different names in different countries, such as the National Disaster
Management Agency (NDMA) or National Civil Protection. NDMA is used in
this Handbook to refer to all such bodies.

In terms of structure, there are three main models for where this NDMA
sits within the overall government
structure:

The NDMA can sit within the Prime
Minister’s Office. This model is
used, for example, in Colombia

Prime Minister’s Office

and Uganda.
Line Line Line

The NDMA can also take the Ministry Ministry Ministry
form of a Disaster Management
Unit (DMU) located within a line
ministry, as it is in Bangladesh and
Zimbabwe. Prime Minister’s Office
In the third model, there is no single
NDMA, but instead line ministries Line Minist L L

. P Ine Ministry Ine Ine
have their own DMUs. This is the Ministry Ministry

case in Turkey, for example.

2 United Nations General Assembly Resolution 46/182.
3 Steets et al., Cluster Approach Evaluation 2: Synthesis Report, IASC Cluster Approach
Evaluation Phase 2, Global Public Policy Institute and Groupe URD, Berlin, April 2010.
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The role of the NDMA is to develop government policies, plans and
guidelines for disaster management, carry out emergency preparedness
measures, including contingency planning, and, in the event of a national-
level emergency, to coordinate the response.

The structure of the NDMA often covers federal/national level plus regional/
provincial and local levels. In Nigeria, for example, there is a National
Emergency Management Agency (NEMA) at the federal level, and there
are also emergency management agencies at state and local levels — the
State Emergency Management Agency (SEMA) and Local Emergency
Management Agency (LEMA) respectively. During an emergency, it is

the responsibility of each level to carry out response coordination within

its area of jurisdiction. If an emergency overwhelms one level, the next is
responsible for providing support.

For a list of the designated NDMAs in different countries, refer to <reliefweb.
int> under the topics tab.

Unlike the overall coordination of the response, the responsibility for the

vernment- . . L . .
Eg ernment coordination of individual sectors (e.g. education, health, protection),
emergency or government-led emergency or crisis sectoral s

sectoral coordination, may be led by the relevant DMU.
coordination
For example, in Pakistan, the responsibility for the
coordination of child protection lies with the NDMA
at federal level and with the Provincial Disaster
Management Agency (PDMA) at provincial level. The
NDMA leads the child protection
coordination group at national level and the PDMA
leads at the provincial level.

In the Philippines, on the other hand, even though a
disaster management authority exists (the Office of
Civil Defence), a National Disaster Risk Reduction and
Management Council (NDRRMC) has been created.
The responsibility for the coordination of sectoral
responses is designated to different government
departments. For protection and child protection, this responsibility lies with
the Department of Social Welfare and Development (DSWD).

The coordination structures for international humanitarian coordination are
further described in the next chapter.

Recommended reading for coordinators:
Further

reference . . . .
Inter-Agency Standing Committee, ‘Operational Guidance for Cluster

Lead Agencies on Working with National Authorities’, IASC, 2011.
Steets et al. Cluster Approach Evaluation 2: Synthesis Report, for IASC

Cluster Approach Evaluation Phase 2, Global Public Policy Institute and
Groupe URD, Berlin, April 2010.
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United
Nations GA
Resolution
46/182

IASC

“The magnitude and duration of many emergencies may be beyond the
response capacity of many affected countries. International cooperation to
address emergency situations and to strengthen the response capacity of
affected countries is thus of great importance. ... The United Nations has a
central and unique role to play in providing leadership and coordinating the
efforts of the international community to support the affected countries.”

When the government of an affected State is unable or unwilling to

attend to the humanitarian needs of the affected population, the United
Nations General Assembly (GA) Resolution 46/182, also known

as the ‘humanitarian resolution’, assigns this responsibility to the UN.

The Resolution, adopted on 19 December 1991, provides the current
overarching framework and guiding principles for international humanitarian
coordination.

The Resolution laid down a number of cornerstones in the architecture of
international humanitarian coordination, including the role of the Emergency
Relief Coordinator (ERC), the Consolidated Appeals Process (now replaced
by the Humanitarian Programme Cycle), the Central Emergency Revolving
Fund (which in 2005 became the Central Emergency Response Fund
(CERF)%, and the role of the Department of Humanitarian Affairs (which in
1998 transformed into the Office for the Coordination of Humanitarian Affairs
(OCHA)). For more information on General Assembly Resolution 46/182
visit: <www.un.org>.

The IASC was established in June 1992 in response to United Nations GA
Resolution 46/182 on the strengthening of humanitarian assistance. IASC
is the primary mechanism for inter-agency coordination of humanitarian
assistance.

Under the leadership of the ERC, IASC develops humanitarian policies, agrees
on a clear division of responsibility for the various aspects of humanitarian
assistance, identifies and addresses gaps in response, and advocates for
effective application of humanitarian principles. It is the only decision-making
group that includes
United Nations
agencies, the World
Bank, International

$) i *C &= ¢ Organization for
({I) —— o ""@) Migration (IOM)

and humanitarian
@ H ICRC '3# SCHR organizations.

@O @

FAD, OCHA, UNDP, UNFPA, UNHABITAT, UNBCR, UNICER, WIF WHD

In terms of structure,
IASC consists of
Principals, working
groups and subsidiary

ICBC, B0WA, IFRC, Interhction, IO, GHCHE, SCHR, SR on HR of IDPS*, Wiorld Bank bodies.

4 Please see section 3, chapter 18 for more details on the funding mechanisms.
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Humanitarian
reform and
the cluster
approach

The IASC Principals are the heads of all IASC member organizations or their
representatives, while the working groups bring together the Emergency
Directors or other directors from IASC members. The member organizations
of IASC include UNDP, UNICEF, UNHCR, UNFPA, WFP, FAO, WHO, UN-
HABITAT and OCHA. In addition, there is a standing invitation to IOM,

ICRC, IFRC, OHCHR, the Special Rapporteur on the Human Rights of
Internally Displaced Persons, and the World Bank. The NGO consortia ICVA,
InterAction and Steering Committee for Humanitarian Response are also
invited on a permanent basis to attend. For more information on IASC visit:
<http://interagencystandingcommittee.org/>.

The international humanitarian coordination architecture has undergone
a series of reforms since the 1991 GA Resolution was adopted, in
reaction to the changing nature of emergencies and lessons learned from
past responses. Two reform processes were particularly important: the
Humanitarian Reform process and the Transformative Agenda.

The Humanitarian Reform process was prompted by significant changes

in humanitarian operations, namely a growing proliferation of humanitarian
actors, greater competition for funding and resources, increased public
scrutiny and the changing role of the United Nations. Dissatisfied with the
international community’s response to the humanitarian crisis in the Sudan’s
Darfur region, Jan Egeland, who was the ERC at the time, commissioned
what has become known as the Humanitarian Response Review. A number
of the ensuing recommendations formed the bedrock of the Humanitarian
Reform Agenda that was rolled out later in 2005, and consisted of the
following three pillars.

1. More adequate, flexible and timely humanitarian financing.
2. Strengthening strategic leadership through humanitarian coordinators.

3. Improving coordination of sectoral responses through the cluster
approach.

A fourth cross-cutting element was that of establishing stronger
humanitarian partnerships among and between humanitarian actors, using
the Principles of Partnership. These Principles are described in annex 2.

The aim of the Humanitarian
Reform process was to
improve the effectiveness

of humanitarian response
through greater
predictability, accountability,
responsibility and
partnership. The most visible
aspect of the reform was
the creation of the cluster
approach. Clusters are
groups of humanitarian
organizations (United
Nations and outside groups)
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Responsibility
under the
cluster
approach

working in the main sectors of humanitarian action. They are created when
clear humanitarian needs exist within a sector, when there are numerous
actors within sectors and when national authorities need coordination
support. There are currently 11 clusters as illustrated in the diagram above.

Clusters provide a clear point of contact and are accountable for ensuring
adequate and appropriate humanitarian assistance. Clusters create
partnerships among international humanitarian actors, national and local
authorities, and civil society.

The cluster approach was applied for the first time during the response to
the 2005 Pakistan earthquake. Today the cluster approach has been used
in more than 30 countries to deliver humanitarian assistance.

Which actors are responsible for what under the cluster approach?

Emergency Relief Coordinator (ERC) is the Under-Secretary-
General for Humanitarian Affairs who leads IASC and is responsible for
the oversight of all emergencies requiring United Nations humanitarian
assistance.

Humanitarian Coordinator (HC) is accountable to the ERC and is
responsible for assessing whether or not an international response is
warranted and for ensuring humanitarian efforts are organized.

Humanitarian Country Team (HCT) is a strategic and operational
decision-making and oversight forum established and led by the HC. It is
made up of representatives from the United Nations, IOM, international
NGOs (INGO), and the Red Cross/Red Crescent Movement. Agencies
that are also designated cluster leads should represent clusters as well
as their respective organizations.

Coordination Architecture in the Cluster Approach

ERC *[ IASC

( \ GCLA
UN OCHA HCT Government
\ o’
CLA

Chief of Mission

Cluster
K Coordinator /
=

ERC Emergency Relief Coordinator

(G)CLA (Global) Cluster Lead Agency

HC Humanitarian Coordinator

HCT Humanitarian Country Team

IASC Inter-Agency Standing Committee

UN OCHA Office for the Coordination of Humanitarian Affairs
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Cluster
activation

Criteria
for cluster
activation

Government retains the primary role in the initiation, organization,
coordination and implementation of humanitarian assistance in the country.

Cluster Lead Agency (CLA) leads and manages a given cluster. At
country level the heads of CLAs are accountable to the HC.

Cluster coordinators are responsible for ensuring that cluster-specific
concerns and challenges that cannot be solved within the cluster are
raised and discussed with the HCT. They ensure, for example, that
strategic decisions are shared and acted upon at operational level as
described in section 3.

IASC clusters are activated in contexts where existing government
sectoral coordination mechanisms are overwhelmed or constrained in their
ability to respond to identified needs in line with humanitarian principles.
Cluster activation is based on an analysis of humanitarian need, existing
coordination mechanisms and capacity on the ground.

The IASC Principals have agreed that activation of clusters should be
strategic, deliberate and time limited. The aim of the cluster activation is to
strengthen rather than replace government sectoral coordination, under the
overall leadership of the HC, and to improve international coordination in
support of the national response. When a cluster is not activated, it does
not mean that the sector concerned is not a priority. Rather, the government
is deemed to have the capacity to ensure coordination in that sector. The
Resident Coordinator (RC) or HC will recommend the activation of clusters
only when an identified coordination need is not being addressed.

To ensure that clusters continue to operate only while they are strictly
needed, plans to deactivate and transition clusters should be prepared as
soon as possible after activation. Building the capacity of local partners and
government should be an objective from the outset. Formal activation may
be difficult to implement in circumstances where government capacity is
constrained and different ways of augmenting coordination and response
capacity may therefore need to be found. These should still be underpinned
by the principles of the cluster approach.

The criteria for cluster activation are met when:

1. response and coordination gaps exist due to a sharp deterioration or
significant change in the humanitarian situation;

2. existing national response or coordination capacity is unable to meet
needs in a manner that respects humanitarian principles (due to the
scale of need, the number of actors involved, adoption of a more
complex multisectoral approach, or other constraints on the ability to
respond or apply humanitarian principles).

The Humanitarian Reform process made important progress towards
improving the effectiveness and efficiency of humanitarian responses, but
weaknesses and operational challenges in the humanitarian response
system still remained. These weaknesses and operational challenges were
clearly exposed in 2010 when two devastating emergencies struck: the Haiti

Framework for humanitarian coordination



Transformative
Agenda
Protocols

earthquake in January, followed by large-scale flooding in Pakistan.

Building on the Humanitarian Reform process from 2005, the IASC
Principals agreed in December 2011 to a set of actions and protocols that
collectively aim to represent a substantive, or transformative, improvement
to the current humanitarian response model. Collectively, these actions and
protocols are referred to as the Transformative Agenda, and include the
following.

1.

Empowered leadership:

This protocol empowers the HC to have quick access to key information,
to take decisions and to better support the accountability of all partners
for the overall response. Empowered leadership applies to anyone
responsible for HC functions during the initial three-month period of an
L3 response, whether it is an existing RC who has been assigned HC
responsibilities, a new HC deployed to lead the humanitarian response,
or a senior/emergency HC deployed from the L3 roster for a temporary
period.

System-wide mobilization:

The IASC Principals have agreed that major sudden-onset humanitarian
crises triggered by disasters or conflict that require a system-wide
response are to be subject to a Humanitarian System-Wide Emergency
Activation (a ‘Level 3 activation’). The activation period will vary but
should not exceed three months initially. The priority will be to revert as
soon as possible to the regular methods of working of the humanitarian
system, under a strong national leadership.

Level 3 emergency declaration:

The ERC, in consultation with the IASC Principals, will designate an

L3 emergency on analysis of five criteria: scale, complexity, urgency,
capacity and reputational risk. The procedure engages IASC members
to ensure that they put in place the right systems and mobilize resources
to contribute to the response according to their mandate areas.

Cluster Coordination Reference Module (CCRM) at the country level:

The Reference Module for Cluster Coordination at Country Level outlines
the basics of cluster coordination in non-refugee contexts. This module

covers both L3 or large-scale responses and smaller-scale (‘non-level 3’)
responses. Sections 2 and 3 of this Handbook are based on the CCRM.

Humanitarian Programme Cycle (HPC):

The Reference Module for the Implementation of the Humanitarian
Programme Cycle serves as a guide for all crises by defining the
complementary roles and responsibilities of the different organizations
involved in a humanitarian response. It creates a process that redefines
the way in which international humanitarian actors engage with each other,
with national and local authorities, and with people affected by crises.

Framework for humanitarian coordination 9



For more information on the Transformative Agenda, visit:
<www.humanitarianresponse.info>.

Accountability takes many forms at many levels. This explains the great
variety of definitions. One definition is that accountability is the means
through which power is used responsibly (CHS 2014). Accountability is
therefore a process of taking into account the views of, and being held
accountable by, different stakeholders, primarily the people affected by the
exercise of power or authority. Accountability contributes to ensuring that all
partners in a programme honour their commitments. It can help to identify
what works and what needs to be improved. This in turn helps ensure that
programme activities translate into tangible results and better long-term
outcomes.

Accountability
to Affected
Populations

Accountability to children and communities has been an area of strategic
focus for many organisations in the INGO sector in the last decade. The
recent collaborative development and piloting of the Core Humanitarian
Standard confirms on going national and international NGOs and other
stakeholders commitment to accountability.

For more information on AAP see section 23 or visit: <http://
interagencystandingcommittee.org>.

Recommended reading for coordinators:
Further

f i i
reterence Inter-Agency Standing Committee, Reference Module for Cluster

Coordination at Country Level, 2015.

Core Humanitarian Standard on Quality and Accountability, Guidance Notes
and Indicators, 2015 (available at: <www.corehumanitarianstandard.org>).

Further reading:

IASC Transformative Agenda Protocols.
1. Humanitarian System-Wide Emergency Activation: definition and
procedures.
2. Accountability to Affected Populations Operational Framework.
3. Inter-Agency Rapid Response Mechanism (IARRM) Concept
Note.
4. Common Framework for Preparedness.

United Nations General Assembly Resolution 46/182, Strengthening of

the coordination of humanitarian emergency assistance of the United
Nations, 1991.
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Definition of
protection

Child
protection
within
broader
protection

Protection, as defined by IASC, refers to:

“All activities aimed at ensuring full respect for the rights of the individual in
accordance with the letter and spirit of the relevant bodies of law (i.e. human
rights law, international humanitarian law and refugee law)”.

Given that the definition of protection is very broad, “it was agreed by the IASC

in 2005 to divide the work of the Global Protection Cluster (GPC) into technical
Areas of Responsibility (AoR) under the coordination of the global cluster lead
agency”. The four AoRs are: Child Protection, Gender-based Violence, Mine
Action, and Housing, Land and Property. Their focal point (or ‘lead’) agencies are:

Child Protection

(Lead agency:
UNICEF)

Gender-based
Violence

(Lead agency:
UNFPA / UNICEF)

UNMAS)

Mine Action
(Lead agency:

Housing, Land
and Property
(Lead agency: NRC;
co-facilitator: IFRC)

Experience has shown that it is essential to understand the differences
between child protection and the wider notion of protection in order for the
two to complement each other.

Child (and family) welfare/
Convention on the Rights of the
Child (CRC).

Prevention of and response to
abuse, violence, exploitation
and neglect.

Social work, psychology, health,
education, law, public health.

Child well-being.

Programming to respond to
violence, abuse, exploitation
and neglect; advocacy.

- CRC, human rights law.

- CP Minimum Standards.

- GBV Minimum Standards.

- Child-friendly participatory
methods.

- Interdisciplinary.

- Case management.

- Social work.

International humanitarian law,
refugee law and human rights
law.

International humanitarian law,
refugee law and human rights
law.

Law, political science, international
relations, human rights.

State responsibility.

Compliance, advocacy and
political persuasion, capacity
building, response to abuse,
legal recourse.

- International humanitarian
law, refugee law and human
rights law.

- Sphere Protection Principles.

- Participatory methods.

- Political analysis.

- Interdisciplinary.

- Investigations.

- Legal case management.

5 Inter-Agency Standing Committee, Protection of Internally Displaced Persons, IASC Policy
Paper, 1999. The definition was originally adopted by a 1999 workshop of the International
Committee of the Red Cross (ICRC) on protection.
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Global
Protection
Cluster

Child
Protection
AoR at the
global level
(CPWG)
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Established in 2005 as part of the Humanitarian Reform process, the GPC,
led by UNHCR as CLA, includes United Nations human rights, humanitarian
and development agencies as well as non-governmental and other
international organizations active in protection.

The GPC coordinates and provides global-
level inter-agency policy advice and guidance m
on the implementation of the cluster approach 4 ‘ ®
to Protection Clusters in the field, supports ‘ ! '
protection responses in non-refugee settings N
and leads standard and policy setting relating

to protection.

Global Protection Cluster

UNHCR, as CLA, is committed to providing leadership in field-level
Protection Clusters in emergency contexts with conflict-induced internally
displaced persons (IDPs). In situations where internal displacement is
induced by disasters, the leadership of field-level Protection Clusters

will be agreed upon at country level by UNHCR, UNICEF and OHCHR

in consultation. For more information about the GPC visit: <www.
globalprotectioncluster.org>.

At the global level, the Child Protection AoR,
known for several years as the Child Protection /.\

[ )
Working Group (CPWG), brings together ' ' H
NGOs, United Nations agencies, academics ‘ LI '
and others under the shared objective of Global Protection Cluster
ensuring more predictable, accountable Child Protection
and effective child protection responses in
emergencies.

The Child Protection AoR is part of the GPC Strategic Advisory Group
(SAG), along with the three other AoRs and key protection agencies, and
participates actively in the task teams and working groups of the GPC. For
more information about the global-level Child Protection AoR visit: <www.
cpwg.net>.
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Purpose of
the HPC

Key elements
of the HPC

The Humanitarian Programme Cycle (HPC) was developed by IASC to
guide responses to all types of crisis. It provides a framework for the way

in which international humanitarian actors interact with each other, with
national and local authorities, and with people affected by crises. It aims to
achieve timelier, more effective and more efficient responses, with improved
outcomes for the affected population.

Recognizing that the primary responsibility for assisting and protecting
people affected by emergencies lies with the State, the international
humanitarian community must engage with and complement the State’s
role where assistance is requested. The HPC is intended to guide this
engagement by creating a process that defines complementary roles
and responsibilities. The defined steps replace the Consolidated Appeals
Process (CAP) and consist of a set of interlinked tools to assist the HC
and the HCT in the delivery of humanitarian assistance through a better
collective response.

The cycle consists of six key elements.

Emergency response preparedness.
Needs assessment and analysis.
Strategic response planning.

Resource mobilization.

Implementation and monitoring.
Operational peer review and evaluation.

cuhkwnRE

Coordination
and information

ol

management (IM) @é)t\ e

‘ ’ v OPERATIONAL ?
are two ‘enablers & SeRmw NEEDs _*_&Q?)
supporting the & & EVALUATION = m&mmmw %\n
. . R (¢
implementation of the e o
cycle. The six elements e s
combine into a single
strategic process ¥
that runs through the MPLEMENTATION T, & STRATEGIC
cycle of inter-agency S MO % "“":ﬁ 2
coordma_tlon, WI'Fh one Tion M
step logically building
on the previous and MOBIZATION

leading to the next.
PREPAREDNES®
The IASC Reference
Module for the
Implementation of
the Humanitarian Programme Cycle (2015) outlines suggested timelines
and triggers for the implementation of these six elements according to the
following two scenarios:

Framework for humanitarian coordination 13



sudden-onset crisis or escalation of crisis;
annual or multi-year planning in protracted crises.
Section 3 will outline tools relevant for the HPC in more detail.

For more information, visit: <www.humanitarianresponse.info/en/
programme-—cycle/space>.

Further reading for coordinators:
Further

f . .
reference Inter-Agency Standing Committee, Reference Module for the

Implementation of the Humanitarian Programme Cycle, IASC, 2015.
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In addition to the Child Protection AoR, UNICEF also leads the Water,

Sanitation and Hygiene (WASH) and Nutrition global clusters, co-leads the

Global Education Cluster with Save the Children and the Gender-based

unicef & Violence (GBV) AoR with UNFPA. Together, these five clusters and AoRs
represent responsibility for approximately one third of the IASC cluster
system.

UNICEF and
clusters

The functions and responsibilities of lead agencies for AoRs within the

Protection Cluster are identical to those of the CLA for clusters.® As such,
the same level of investment and support is required from UNICEF for the
clusters for which it is CLA as for the AoR for which it is the lead agency.

Global support for UNICEF-led clusters and AoRs is coordinated by a
dedicated team in the UNICEF Office of Emergency Programmes (EMOPS),
which includes the Global Cluster Coordination Unit (GCCU).

At the regional level, UNICEF offices have the responsibility for providing
guidance, support, oversight and coordination to UNICEF country offices,
supporting them to prepare for and respond to emergencies, including
leadership and representation, strategic planning and policy development,
and performance monitoring and administration.

UNICEF has developed Cluster Coordination Guidance for Country Offices
as well as Core Commitments for Children in Humanitarian Action that
outline the core commitments UNICEF aims to uphold in humanitarian
responses, including its responsibility for ensuring leadership for
coordination in the five areas for which it is the lead or co-lead agency.

UNHCR has the mandate for ensuring the protection of and providing
assistance to refugees. Implicit in this is the requirement to coordinate
others’ efforts in this area. As explained in the ‘Refugee Coordination
{fi UNHCR Model’, the UNHCR framework for leading, coordinating and delivering
refugee operations, States have the primary responsibility for protecting
refugees, and coordination is largely determined by the capacities and
approaches of the host government. Wherever possible, responses are led
by the host government and build on the resources of refugees and the
communities in which they live.

UNHCR and
clusters

Additionally, UNHCR is the designated cluster lead in three areas of conflict-
induced emergencies where there are IDPs: protection, emergency shelter,
and camp coordination and camp management. When assuming this
responsibility UNHCR stipulates that this should not be to the detriment of
its ability to protect and assist refugees, and there should be no transfer of
resources from refugee responses to responses with IDPs.

6 Inter-Agency Standing Committee, Handbook for RCs and HCs on Emergency Preparedness
and Response, IASC, Geneva, 2010 p. 41.
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In ‘mixed situations’ (i.e. countries that have a refugee response as well

as a cluster system), the coordination model should adapt in order to
harmonize approaches and reduce duplication. It should expand or contract
depending on the characteristics of the situation (the size of the emergency,
the geographical locations of affected populations and capacity to meet
refugee needs). Regardless of the form the coordination model takes,
UNHCR maintains coordination and oversight structures that allow it to

fulfil its ultimate accountability for ensuring the international protection and
delivery of services to refugees. For more information on mixed situations,
refer to the ‘Joint UNHCR-OCHA Note on Mixed Situations: Coordination in
Practice’ and the ‘UNHCR Refugee Coordination Model’.

Coordination
in mixed
situations

In view of the multiple challenges faced by the humanitarian community,

a strong alliance between UNICEF and UNHCR is both a strategic and

an operational necessity. Strong partnership presents many opportunities
across a range of operations to promote timely and effective assistance for
IDPs, refugees and host communities.

With this in mind, several countries have drafted Letters of Understanding
(LoV) to clarify and support the collaboration on the ground. Eight LoUs
have recently been agreed in major refugee situations, and more are under
discussion. Additionally, a global-level LoU has been developed by the
two agencies covering different aspects of cooperation, with a section on
coordination. Both the global LoU and a contextualized LoU are useful
references for UNICEF and UNHCR management when designing or
reviewing coordination arrangements in mixed settings.

UNHCR and UNICEF can work jointly to provide services and programmes
to children, either directly or through an implementing partner, in all areas of
child protection. More broadly, joint activities and initiatives are suggested
in the following areas, which may be applied across all the technical areas
of child protection: assessment and situation analysis, strategic planning,
advocacy, technical support, capacity building and contribution of human
and material resources.

Colleagues in both organizations can rely on support from headquarters
when difficulties arise. Coordinators can contact the global-level Child
Protection AoR if challenges need global support. For more information,
read UNHCR-UNICEF Partnership: Guidance Package for Field-level
Collaboration.

The Department of Peacekeeping Operations (DPKO) is dedicated to
assisting the Member States and the Secretary-General in their efforts to
f maintain international peace and security. DPKO provides political and
@ executive direction to United Nations peacekeeping operations (PKO)

> around the world and maintains contact with the Security Council, troop and

financial contributors, and parties to the conflict in the implementation of
Security Council mandates.

DPKO

To date, child protection sub-clusters or working groups (hereinafter referred
to as child protection coordination groups) have been established in eight
countries that have either PKOs and/or special political missions (SPMs):
MINUSCA (the Central African Republic), MINUSMA (Mali), MONUSCO (the
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OHCHR and
clusters

Further
reference

Democratic Republic of the Congo), UNAMID (the Sudan) and UNMISS
(South Sudan), UNAMA (Afghanistan), UNAMI (Irag) and UNSOM (Somalia).
The deployment of United Nations Child Protection Advisers is mandated
by the Security Council through country-specific resolutions that establish
United Nations Missions. Their role is less programmatic and more political
and the way that they engage with child protection coordination groups will
differ by context.

OHCHR, the United Nations agency working to promote and protect the
human rights guaranteed under international law and stipulated in the
Universal Declaration of Human Rights of 1948, engages with humanitarian
action at the global and field levels. In this, the emphasis of OHCHR is to
ensure that the protection of human rights is maintained as a central tenet of
humanitarian action.

At the global level, OHCHR is a member of IASC and GPC. At the field level,
OHCHR has led the Protection Cluster in a number of places, including in
Palestine and Mauritania, and it currently co-leads the Protection Cluster in
Ukraine and in the Pacific (with UNHCR).

Recommended reading for coordinators:

UNICEF, Cluster Coordination Guidance for Country Offices, UNICEF,
2015.

UNICEF, Core Commitments for Children in Humanitarian Action,
UNICEF, May 2010.

Further reading:

Global Protection Cluster, ‘Diagnostic Tool and Guidance on the
Interaction between Field Protection Clusters and UN Missions’ (draft),
July 2013.

United Nations High Commissioner for Refugees, ‘Refugee Coordination
Model’, UNHCR, November 2014.

United Nations High Commissioner for Refugees and Office for the
Coordination of Humanitarian Affairs, ‘Joint UNHCR-OCHA Note on
Mixed Situations: Coordination in Practice’, April 2014.

United Nations High Commissioner for Refugees and UNICEF, ‘UNHCR-

UNICEF Partnership: Guidance Package for Field-level Collaboration’,
UNHCR and UNICEF, January 2015.
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Section 2:
Establishing
coordination







Activation of
the Protection
Cluster and
its sub-
clusters

Mapping
existing child
protection
coordination
structures

Activation of the Protection Cluster means activation of all aspects of
protection, and this may or may not require the activation of sub-clusters.
The activation of the Protection Cluster cannot be a partial activation (i.e.
when the Protection Cluster is activated, no single protection issue can be
excluded). Where a sub-cluster is not activated, the corresponding issue
will be addressed by the broader Protection Cluster, which then also takes
on Provider of Last Resort (POLR) responsibility. Where a sub-cluster is
required, the lead agency responsibility is to ensure that one is established,
with appropriate leadership.

Ensuring a good understanding of the coordination mechanisms that exist in
country is a necessary first step in setting up a child protection coordination
group for any emergency response. This understanding should include an
analysis of the capacities of any existing coordination mechanisms for both
development and emergency coordination, since the aim of clusters is to
strengthen national coordination, not replace it.

Chapter 2 included a description of government-led emergency sectoral
coordination mechanisms. Recall that these can either be part of the
disaster management coordination structure or they can exist within
dedicated line ministries or departments within the government. It is
important to note that sectors used by governments for emergency
sectoral coordination do not always align with the sectors outlined in the
IASC cluster approach. Given their multisectoral nature, protection and
child protection are rarely dealt with by distinct government-led emergency
sectoral coordination groups. Some creativity is therefore encouraged when
mapping government-led structures to see which forums cover issues
around the protection of children.

In addition, non-emergency or development coordination structures often
exist for child protection. These structures take on different forms, mandates
and geographical focus depending upon the country and context. In some
countries where there is no emergency sectoral coordination for child
protection but coordination groups for child protection exist for the non-
emergency or development context, these groups can take on emergency
coordination as part of their mandate as well.
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Questions
for setting
up child
protection
coordination
structures

- What are the
coordination needs for
the humanitarian child
protection response?

- What is the scale of
the response, how
many child protection
actors are there to be
coordinated and what
geographical areas
need to be covered?

Are there emergency
sectoral coordination
structures that
include issues of child
protection?

What structures exist
in country for child
protection coordination
in non-emergency or
development?

- What are the specific

The main questions that need to be asked when setting up child protection
coordination groups for an emergency response relate to the areas of need,
existing structures and capacity:

- What is the capacity

of the various
existing coordination
mechanisms?

- Could they absorb the

coordination of child
protection humanitarian
responses as well?

mandates of these
existing coordination
mechanisms?

Who are the members
of these existing
structures? How

are the levels of
engagement?

If there is an existing government-led emergency sectoral coordination
structure that includes or has the capacity to coordinate emergency child
protection responses as part of its mandate then this is preferable.

If there is a government-led existing emergency sectoral coordination
mechanism that does not have the capacity to incorporate the coordination
of child protection emergency responses then it will be necessary to
establish a child protection coordination group. If a Protection Cluster has
been established, this may also create the demand for a child protection
sub-cluster.

Links to any existing relevant structures must be considered if establishing a
new coordination group, including links to non-emergency child protection
coordination mechanisms, to ensure that early recovery approaches are
aligned with national development objectives and that steps are taken to
strengthen national preparedness and response capacity.

In some contexts coordination mechanisms are called child protection
sub-clusters, but in others they are called child protection working groups.
Regardless of the name, a formally activated cluster must have specific
characteristics and accountabilities. The needs that coordination must
address and the coordination functions in emergencies are the same.

The three examples below from Uganda, the Sudan and Kenya provide an
insight into the coordination structure mapping that was done in country
at the onset of the emergency, the choices that were made regarding
coordination structures to use for the emergency and what the outcome
was of the decisions taken.

Examples

of how child
protection
groups were
set up
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Uganda

Prior to the cluster
approach in Uganda, the
primary child protection
coordination mechanism
in country was the
National Psychosocial
Support Group. However,
the group faced a number
of challenges, including
its narrow focus, limited
connections with the

field and inconsistent
leadership.

The Sudan

In the Sudan, child
protection working groups
existed at state level prior
to the establishment

of the child protection
coordination group at

the federal level. A child
protection forum with the
government also existed,
which was regularly
convened and focused on
long-term child protection
issues.

Kenya

Prior to the post-election
violence in Kenya, no
national child protection
coordination mechanism
existed, either for the
development context

or for emergency
preparedness.

For the emergency
response, clusters were
activated and a child
protection coordination
group was established.
This was not set up
from scratch, but rather
built on the pre-existing
National Psychosocial
Support Group. The
collaboration of member
agencies was revitalized
and new members
joined the group for the
response.

When it was established
for the emergency
response, the child
protection coordination
group at the federal level
built upon the strong
state-level child protection
working groups.

A child protection
coordination group was
established at the national
level, bringing together a
number of child protection
actors in country for the
first time in such a forum.
Two Technical Working
Groups were established
on separated children and
psychosocial issues.

As a result, Uganda
developed a strong child
protection coordination
structure for the
emergency response.

It succeeded in putting

in place an extensive
network of child protection
actors from the grassroots
to the provincial level. After
the emergency this group
also transitioned into a
national child protection
working group (CPWG).
This includes a focus on
development work and
emergency preparedness.

The federal child
protection coordination
group is now active and
includes all major partners
and covers areas beyond
Darfur (previously the
main focus).

Although fragile, this new
network provided an
opportunity to build a more
permanent coordination
body for child protection

in emergencies in Kenya
and to be better prepared
for future crises. The two
working groups created

a new, albeit rather weak,
network of organizations to
be built upon.
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Recommended reading for coordinators:
Further

reference The global Child Protection AoR online Starter Pack for Child Protection
Coordinators and Information Management Officers contains examples of
terms of reference (ToR) for child protection coordination groups and other
useful documents. Available at: <http://cpwg.net/starter-packs>.
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Links with the
Protection
Cluster at
field level

As was described in chapter 4, in the cluster system child protection is an
AoR within the Protection Cluster.

At field level, sub-clusters do not have to meet independently of the
Protection Cluster. Meeting and other arrangements should be as efficient
as possible, requiring the minimum amount of time commitment from
partners. There are two main models for how child protection actors and the
child protection response can be coordinated within the Protection Cluster
coordination structure.

1. Addistinct child protection coordination group is established that feeds
into the wider Protection Cluster.

2. Child protection is handled as part of the wider Protection Cluster and
no separate child protection coordination group is established.

In both of these instances, child protection is an integral part of the
Protection Cluster response plan. The decision on which approach is most
suitable to the context will be based on the following main questions:

- How many sub-cluster actors are active in the humanitarian
response?

- Are the sub-cluster actors the same as those working on wider
protection responses?

- Is there sufficient time for discussing technical aspects of the
sub-cluster needs and responses in the Protection Cluster
alone?

- If not, would a separate group enable these discussions to
occur?

- Do sub-cluster issues require a separate space to guarantee
safety around sensitive issues?

- Are the government counterparts for the sub-cluster and for
wider protection the same or are they different?

In most cluster contexts, the first model described above is found to be the
preferred one. In these instances, child protection coordination groups are
established with assigned coordinators and the group meets separately
from the Protection Cluster.

The table below provides examples of where this model has been adopted.
Note that in two of the contexts (the Philippines and the Democratic
Republic of the Congo) the name of the child protection coordination group
is not child protection sub-cluster but rather CPWG and GTPE (Groupe de
travail sur la protection de I’enfance) respectively.
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Countr Name of child National-level
v protection group structure (in 2014)

Afghanistan, the Central Child protection sub- The child protection
African Republic, Mali, cluster. coordination group is
Pakistan, Somalia, the a separate group but
Sudan, Yemen sits within the wider

The Philippines Child Protection Working ~ Frotection Cluster.
Group (CPWG).

e Pleee e seanalie Groupe de travail sur la
of the Congo protection de I'enfance
(GTPE).

In a few other contexts, however, model two is the preferred approach,
where there is no separate child protection coordination group but instead
only one bigger forum for all protection actors.

R Name of child National-level
y protection group structure (in 2014)

Palestine N/A - Protection Cluster Child protection issues

only. are raised within the
Protection Cluster. There
is no separate child
protection group.

Mauritania N/A - Protection Cluster ~ Child protection issues

only. are raised within the
Protection Working
Group led by OHCHR.
There is no separate child
protection group.

(Child protection issues
related to refugees are
raised in the Protection
Working Group led by
UNHCR).

Developing effective ways of working is key to successful integration of

mmﬂe child protection within the broader Protection Cluster. Here are some key
broader questions extracted from a longer document developed jointly by the GPC
Protection and its AoRs at the global level.

Cluster:

frequently 1. What are the principles guiding the working relationship between
asked the Protection Cluster and the sub-clusters?

questions

= Adherence to the Partnership Principles of equality, transparency,
result-oriented approach, responsibility and complementarity.

= Respect for the diversity of mandates, approaches, expectations
and modus operandi among actors contributing to protection
outcomes.

= Promotion of consensus decision making and speaking in
unison, or at least in a coordinated manner, as the Protection
Cluster.
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2. What are the accountabilities and responsibilities of the Protection
Cluster CLA towards the sub-clusters and vice versa (reporting
requirements, obligation to consult and seek advice, including IM)?

Sub-cluster coordinators collaborate on all HPC processes,

in particular submission of regular reports as required to fulfil
response monitoring obligations; contribute to protection
advocacy (including but not limited to advocacy on adequate
inclusion of protection issues in HPC processes); collaborate on
protection analysis, mainstreaming, provision of protection advice
and support to the HCT.

Protection Cluster coordinators facilitate the development of

a comprehensive protection strategy that acts as a guide to
programming of humanitarian action, and provide guidance on
identifying and quantifying population(s) in need and corresponding
targets for sub-clusters under HCT appeals and response plans
(HRPs/SRPs), ensuring IM support to the sub-clusters and

the centrality of protection; provide the overall coordination for
protection (i.e. among the sub-clusters and the other areas of
work); ensure full and adequate representation of all protection
issues of sub-clusters in relevant forums, advocacy and processes.
The Protection Cluster coordinator is responsible for facilitating
decision making within the Protection Cluster on the basis of full
and/or adequate consultation and using consensus in line with
the principles outlined above. This includes, for example, the
development of agreed protection policy positions. This process
can be facilitated by a SAG.

Both coordinators are responsible for timely and transparent
sharing of information between all components of the Protection
Cluster and third parties, such as OCHA, the HCT and Missions.
As far as possible, assessment, advocacy and capacity building
should be integrated or at least harmonized to use synergies and
avoid duplication or inconsistencies.

3. What should happen in a situation where either the Protection
Cluster or sub-cluster(s) is/are not working according to
functions and responsibilities?

Ideally bilateral discussions between coordinators should identify
and resolve challenges in a constructive fashion, drawing on the
global-level Protection Cluster and AoRs for advice and support
as necessary.

Failing this, the issue should be raised with the relevant lead
agency in country.

As a last resort, outstanding issues should be raised with the HC.

4. Can the Protection Cluster coordinator represent the sub-clusters?

In whatever way the Protection Cluster is represented,

it is essential that it comes across as a cohesive whole.
Consideration should be given to ensuring that, in the eyes of
external actors such as other clusters, the Protection Cluster is
seen as a credible, consistent actor.
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The Protection Cluster coordinator should be fully enabled
to represent all protection issues, therefore the sub-cluster
coordinators should support the Protection Cluster coordinator
as necessary.
The Protection Cluster can be represented by any one or any
combination of the following: the Protection Cluster coordinator,
the CLA, the co-lead agency, the sub-cluster coordinators, the
cluster lead agencies of sub-clusters, and the co-lead agencies
of sub-clusters. Members of the Protection Cluster or sub-
clusters may also, with agreement, represent the cluster.
Representation of the cluster should be agreed among the
Protection Cluster coordinator and the sub-cluster coordinators
by consensus. The Protection Cluster coordinator or CLA is not
able to bar sub-cluster coordinators from attending meetings or
representing the cluster.
Representation will likely need to be adapted according to
context, objective, occasion and the level of confidence and
knowledge in different technical areas required. At regular
meetings such as inter-cluster coordination meetings and HCT
meetings (where coordinators are invited to these), consistency
may be an important consideration. Overall, sub-cluster lead
agencies have the equivalent responsibilities to cluster lead
agencies and should engage alongside the Protection Cluster in
all inter-cluster processes.’
For meetings such as inter-cluster coordination meetings and
meetings of the Humanitarian Coordination Team that help to steer
the response, it may be best for the coordinators of the cluster
and the sub-clusters to participate as a team, since this will:
- limit the requirement for additional pre- and post-meeting
briefings;
- ensure that all aspects of protection are fully considered
in decision making;
- ensure that discussions are underpinned by the relevant
technical expertise;
- enable the lead agencies of the sub-clusters to fulfil their
responsibilities of ensuring an adequate response for their
sector.

7 Inter-Agency Standing Committee, Introduction to Humanitarian Action: A Brief Guide for
Resident Coordinators, IASC, October 2015.
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Further
reference

Focus on results and highlight that the end result is more important than individual
cluster positions. An holistic protection approach will achieve better outcomes for
all vulnerable populations.

The sub-clusters should be a standing item on the Protection Cluster meeting
agenda, allowing for regular updates to the wider group.

Where possible, sub-cluster meetings should be held prior to Protection Cluster
meetings so that updates from the last sub-cluster meeting can be shared directly
at the Protection Cluster meeting.

The Protection Cluster Coordinator should attend the meetings of the sub-clusters
as far as possible in order to ensure that they are aware of all ongoing discussions
and can better make links among the sub-clusters as well as with the wider
protection group.

Equally, sub-cluster coordinators should strive to be part of the cluster leadership,
participate in Protection Cluster meetings and ensure that the Protection Cluster is
regularly updated on the discussions held in the sub-clusters.

For example, it is essential for the sub-cluster coordinators to ensure systematic
reporting to the Protection Cluster on progress/barriers in meeting response targets
committed to under Humanitarian or Strategic Response Plan frameworks (HRP/
SRP).

Where possible, keep governance arrangements lean and agile, consider time-
bound working groups to address specific issues; avoid over-complication.

Avoid overrepresentation for the Protection Cluster in relevant forums where this
may dominate the group or give an impression of disconnection within the cluster.

Having fully dedicated coordinators for the Protection Cluster and sub-clusters
and information management officers allows for a most productive collaboration.
Adequate information management capacity is also an enabling factor.

Protection Cluster leads and sub-cluster coordinators should be trained on
both broader protection and sub-cluster protection issues and have a good
understanding of IASC documents.

Strong soft skills, team spirit and humour in coordination staff will guarantee better
coordination.

Recommended reading for coordinators:
Global Protection Cluster, Protection Mainstreaming Training Package,
available at <www.globalprotectioncluster.org/en/areas-of-responsibility/
protection-mainstreaming.htmi>.

International Committee of the Red Cross, Professional Standards for
Protection Work, 2nd ed., 2013.

Q&A (full version): How field based protection clusters and sub-clusters
work together, December 2015 <www.cpwg.net>
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Ensuring
adequate
staffing

Different contexts require different levels of staffing to ensure effective
coordination. Coordination teams can comprise a coordinator who is
dedicated to the role on a full-time or part-time basis, a government co-lead
and/or an NGO co-lead, and information managers at national and/or sub-
national levels.

As CLA, UNICEF is responsible for ensuring the timely recruitment of
sufficient coordination staff with the appropriate level of seniority, facilitation
skills and technical skills to ensure effective management of the child
protection coordination group, including IM. Decisions as to how much
capacity is required will depend on context. UNICEF’s Cluster Coordination
Guidance for Country Offices outlines the responsibilities of the country
office with regard to staffing, which include:

developing a strategy for staffing of child protection clusters and
coordination groups based on analysis of the coordination capacity and
need;

securing funding for clusters and recruiting coordinators and information
managers; note that in addition to recruitment of staff the country office
may fulfil the cluster coordination position through secondment of staff
from an in-country NGO or through the use of various mechanisms for
temporary or surge support.

In some cases (e.g. in smaller-scale or some protracted emergencies) it
may be feasible and appropriate for UNICEF programme staff to function
as cluster coordinators or information managers in addition to their
UNICEF programme responsibilities (called ‘double hatting’), whereas in
other situations dedicated full-time child protection coordinators and IM
staff will be necessary. In this situation where staff are double hatting it is
recommended that:

cluster coordination responsibilities and allocation of time for cluster
functions should be clearly articulated in the job description and in the
performance appraisal of the post holder, and monitored through regular
meetings with the supervisor(s) to ensure that the dual role is sustained;

a double-hatting cluster coordinator must always make it clear when
speaking on behalf of and representing the cluster and when speaking
on behalf of and representing UNICEF;

where possible, another person should represent UNICEF at meetings,
especially in a situation where UNICEF is likely to take a different
position from other cluster partners; and it is absolutely essential that
another person should represent UNICEF where funding allocations
are being made.
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UNICEF line
management
of
coordination
staff

Surge
support
options
available

30

The decision on the best option for direct line management of UNICEF
coordinators will be taken at country level, based on analysis of the context
and capacities, and on the following general recommendations and
principles.

In L3 emergencies it is recommended that the UNICEF country office
should identify a person of an appropriate level of seniority to manage the
clusters (e.g. chief of field operations) or, if the scale of response requires,
recruit a dedicated cluster manager. The manager of the clusters

should work under the direct supervision of the Country Representative,
providing strategic direction and ensuring streamlined and effective
coordination of the UNICEF clusters and child protection coordination
groups, with responsibility for direct line management of the coordinators.
Information managers are normally managed by coordinators.

In non-L3 emergencies (may be designated L1 or L2 by UNICEF
internally), coordinators may be managed by the UNICEF Country
Representative. Where this is not feasible, the following should be
considered: all coordinators should be managed by one person; the
manager should be of an appropriate level of seniority and have the
required capacity to manage the coordinators; the manager should
regularly brief the representative and attend HCT meetings with him or
her; and there should be regular meetings between the representative
and the manager to give the cluster coordinators the opportunity to
engage with the representative.

In the event that insufficient personnel are available to ensure adequate
staffing of the coordination function, surge support can be requested by
UNICEF country offices as an interim measure to complement existing
capacity. Surge support for coordination and IM is available from the
following sources, noting that each has different time limitations and costs.

UNICEF child protection in emergencies global electronic web
roster: The roster is for vetted and technically cleared internal and
external candidates. When emergencies arise, candidates receive an
email from the UNICEF Division of Human Resources Emergency Unit to
ask about their interest and availability. Hiring offices are able to directly
select candidates from the roster to deploy immediately.

Child Protection AoR Rapid Response Team (RRT): The RRT
provides high-quality, rapidly deployable child protection coordination and
IM capacity to humanitarian situations. Deployments are made to UNICEF
country offices to support the coordination of child protection responses.

UNICEF Standby Partner (SBP) arrangements: An SBP is an
organization or entity that, having signed an agreement with UNICEF,
maintains a roster of emergency surge capacity personnel who can be
deployed upon request to enhance UNICEF’s response to humanitarian
crises.

UNICEF internal redeployments: Requests for internal staff member

redeployments to emergencies may be made to the regional human
resources emergency focal point.
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ProCap: A resource for the provision of senior-level expertise and
leadership in protection through deployment of senior protection
officers. ProCap is used in existing, protracted or neglected crises and
in transitional contexts, as well as for disaster-related and new, emerging
or rapidly changing humanitarian emergencies, particularly, but not
exclusively, involving internal displacement.

GenCap: The IASC Gender Standby Capacity project seeks to build the
capacity of humanitarian actors at country level to mainstream gender
equality programming, including prevention and response to gender-
based violence, in all sectors of humanitarian response.

Many NGOs also have surge support available via emergency teams

that can be requested at headquarters level; and where co-leadership
arrangements are being considered or are in place these may be a source
of interim staffing for the coordination function.

Recommended reading for coordinators:
Child Protection Working Group, Menu of External Support Options for
Child Protection Coordination and Information Management, CPWG,

2015.

UNICEF, Cluster Coordination Guidance for Country Offices, UNICEF,
2015.

The Child Protection AoR online Starter Pack also contains templates

and examples of ToR and other support documents on staffing.
Available at: <http://cpwg.net/starter-packs>.
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When clusters are activated, and a child protection coordination group

is established, this is done based on an analysis of gaps in sectoral
coordination. Often the gap identified relates to the leadership of emergency
child protection coordination. In these instances, as the designated lead
agency for the Child Protection AoR, UNICEF is required to lead and
manage the child protection coordination group. Where possible, this
leadership should occur in collaboration with government bodies since
sectoral coordination should be strengthened, not replaced, as a result of
cluster activation. Co-leadership with NGOs, both international and national,
is also an option to consider.

There are four types of leadership that can be considered for the child
protection coordination group based on the context:

Government and UNICEF lead the group together;

UNICEF and an NGO lead the group together;

UNICEF leads the group alone;

Government, UNICEF and an NGO lead the group together.

The following questions should be asked when considering which type of
leadership arrangement is most suitable:

Which government body is the most appropriate to lead or co-lead the
child protection coordination group in the given context?

Does the government have the capacity to co-lead?
Are there any foreseen sensitivities with having the government co-lead?

Would an NGO co-lead be beneficial to the group? If so, what would be
the division of roles and responsibilities?

In a mixed setting what will be the arrangements for leadership with
UNHCR?

Of the four leadership types, three involve some form of shared leadership.
Shared forms of leadership are most effective when they set out clear roles,
define accountabilities and promote mutual understanding. The appropriate
and transparent sharing of leadership among different actors is a true
reflection of the interdependency of the humanitarian community to deliver
an effective strategic response.®

When considering sharing the leadership of a child protection coordination
group, the following should be taken into account:

8 Refer to the good practice catalogue on the IASC website at <http://
interagencystandingcommittee.org>.
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ToR or Memorandums of Understanding (MoU) must be developed
between the parties, to ensure they have a shared understanding of
roles, responsibilities and accountabilities. Those involved should jointly
determine which shared leadership model works best in their context.
The ToR must be completed and understood in advance, because
organizations that take on a shared leadership role may need to recruit
staff.

Sharing leadership can strengthen leadership but does not displace
the core responsibilities and accountability of the designated in-country
CLA, including its role as POLR.®

Terms used to describe sharing leadership vary from co-facilitator, co-
coordinator, co-lead to task force chair. Harmonization of language should
be sought in country.

Note that sharing leadership will not compensate for poor core leadership.
It is often wrongly assumed that by increasing the capacity, leadership will
improve and thereby the coordination and the response will improve as well.

In contexts where there is shared leadership with government
representatives, there are a few points that should be taken into
consideration.

Government sensitivities: There may be certain issues that the government
either disapproves of or makes impossible to discuss in the group. In these
instances, one way this can be overcome is by having the government
present as co-lead only in alternate meetings. In a recent cyclone response,
for example, the child protection coordination group developed a system
whereby the government was only present at every other meeting. This
decision was taken since the government did not allow certain child
protection issues to be discussed as they were deemed too sensitive.

NGO co-leadership is being promoted as it has been shown to increase the
overall effectiveness of cluster coordination in contexts where the leadership
arrangements are defined and managed well. A number of evaluations

have found that clusters sharing leadership generally benefit by improving
partnership and stronger engagement, advocacy and information sharing for
a better response.

NGOs that have taken on co-leadership roles suggest that benefits include:

organizations are more in touch with the other clusters or sectors than
before;

better identification of needs and gaps within the sector;

9 The 2008 definition of Provider of Last Resort (POLR) was revised by the IASC Principals in
December 2011 and now reads: “Where necessary, and depending on access, security and
availability of funding, the cluster lead, as POLR, must be ready to ensure the provision of
services required to fulfil critical gaps identified by the cluster and reflected in the HC-led HCT
Strategic Response Plan” (revision underlined).
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improved transparency and needs-based decision making in the
allocation of pooled funding;

co-facilitators enable changes (within cluster procedures, among others)
to take place more readily;

organizations are more inclusive of NGO perspectives;
organizations learn a lot from the process, increasing their capacity;
visibility of the organizations increases;

organizations take away a better understanding of the overall
coordination processes and functions and how to engage with them.

NGOs are often well established in remote field locations where the United
Nations has limited or no presence. They can offer technical expertise by,

for example, leading on a thematic sub-group such as Assessment or
Unaccompanied and Separated Children. They also generally show long-
term involvement in and knowledge of the community and have leadership
potential. Co-leadership arrangements must be clearly thought through and
discussed by all members, however, before any such arrangement is initiated.

Here are a few key tips for NGO co-leadership on appointing co-leads,
defining roles, time commitment and effective communication.

1. Appointment of NGO co-leads:

When processes to appoint a co-lead are transparent and

based on the inputs of coordination group members, there is
greater commitment and support. In the Sudan, for example,
NGOs wishing to take on the co-leadership role were asked to
submit an application and a process of selection was undertaken
including a question and answer session with the Country
Director of the selected NGO.

Rotating co-lead structures are popular among coordination
groups. For this to be most effective, it is suggested NGO co-
leads remain in place for at least one year. Coordination groups
that have had NGO co-leads rotate after six months have found
that this has been too short a time frame.

2. Defining roles and time commitment:

It is important to clearly define the roles and responsibilities of the
lead and co-lead in the ToR of the group and also ensure that
members are aware of their respective responsibilities.

Time spent on the coordination role by co-leads varies from
approximately 20 per cent in some contexts to full-time in others.
The deciding factor in successful co-leadership relationships is
not how much time the co-lead can dedicate, but how clearly
defined the role is based on time available.
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There is great diversity in terms of what roles and responsibilities
the co-leads assume. Experience suggests cooperation works
well when tasks are distributed based on the comparative
strengths of the lead and co-lead. For example, the NGO co-lead
may be strong in one particular technical area, and so could lead
the task force on this, whereas UNICEF’s strength may be in
representation and building relations with government.

3. Effective collaboration:

When setting up a new co-leadership role, the lead and co-
lead should come to agreement on how they understand
accountability and what processes they will use for dispute
resolution. The ToR for the coordination group can, for example,
be supplemented by an MoU between the lead and co-lead
including provisions for dispute resolution.

Communication channels, both between lead and co-lead as
well as between the leadership and membership, need to be
agreed. It is helpful if the lead and co-lead clarify who will be the
focal point for which types of information.
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Even though ensuring a well-run child protection coordination group is one
of the formal deliverables of UNICEF as lead agency for the Child Protection

AoR, the efficient functioning of a child protection coordination group is a
joint responsibility of UNICEF, the coordinator, the resourcing partners and
all members in national and sub-national coordination groups.

From the outset, it is important for each child protection coordination group
to agree upon, and document, a clear ToR on the scope, purpose and ways

of working of the group. This should also include a clear description of the

roles and responsibilities of the various actors — the lead, co-lead (where
relevant) and the members of the group.

Outlined in the IASC Reference Module for Cluster Coordination are Six
core functions of clusters that should be reflected in all child protection
coordination group ToR.

1. To support service delivery by:

providing a platform that ensures service delivery is driven by the

Humanitarian Response Plan and strategic priorities;

developing mechanisms to eliminate duplication of service delivery.

2. To inform the HC/HCT'’s strategic decision making by:

preparing needs assessments and analysis of gaps (across and

within clusters, using IM tools as needed) to inform the setting

of priorities;

identifying and finding solutions for (emerging) gaps, obstacles,
duplication and cross-cutting issues;

formulating priorities on the basis of analysis.

3. To plan and implement cluster strategies by:

developing sectoral plans, objectives and indicators that directly
support realization of the overall response’s strategic objectives;

applying and adhering to common standards and guidelines;
clarifying funding requirements, helping to set priorities, and
agreeing cluster contributions to the HC’s overall humanitarian
funding proposals.

4. To monitor and evaluate performance by:

monitoring and reporting on activities and needs;

measuring progress against the cluster strategy and agreed
results;
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recommending corrective action where necessary.
5. To build national capacity in preparedness and contingency planning.
6. To support robust advocacy by:

identifying concerns, and contributing key information and
messages to HC and HCT messaging and action;

undertaking advocacy on behalf of the cluster, cluster members
and affected people.

The ToR should also clearly outline the relationships between the national
and sub-national level child protection coordination groups. The national
level should provide support and policy direction to sub-national groups.
Ideally, national meetings should take place after sub-national ones, and
both should produce a reliable record of decisions. The links between sub-
national groups and the national child protection coordination group should:

facilitate reporting, information sharing and collaboration with national
and other sub-national groups;

promote the coherence of national programming and overall coordination;
help to track trends;

identify shared and common concerns in operational areas;

develop future advocacy and programming strategies.

On the basis of experience, IASC has recognized several models of
management. In 2011, IASC Principals agreed that “participation in clusters
should be better defined and managed to enhance the ability of clusters

to provide strategic direction, including, where appropriate, through the
creation of small ‘Steering Committees’ or ‘Strategic Advisory Groups’
(SAG) of key operational partners, complemented by separate forums or
mechanisms to ensure broader information exchange for all cluster/sector
partners, as has been implemented by some clusters at country level”.*°

A Steering Committee or SAG is made up of key partners that come
together more regularly to provide strategic direction to the collective
coordination group. Members’ characteristics often include: operational
relevance in the emergency, technical expertise, and a demonstrated capacity
to contribute strategically and to provide practical support and commitment to
contribute consistently.

Often chaired by the cluster coordinator, SAGs develop and adjust a
cluster’s or sector’s strategic framework, priorities and/or work plan.
Membership should represent the overall cluster partnership and improve
effectiveness and efficiency. The group is expected to interact with its

10 Final Summary and Action Points, IASC Principals meeting, 13 December 2011,
recommendation 29.
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broader membership to ensure a regular flow of information.

National level Sub-national level

- Cluster or sector coordinator. The national-level SAG should determine

- Government (technical) whether sub-national management is
representatives. needed, taking account of the context

(see the section on sub-national
coordination). Its membership does not
International NGO technical experts.  need to mirror that of national clusters
Red Cross or Red Crescent and often includes more representatives
Movement technical experts. of local authorities and NGO partners.

National NGO technical experts.

United Nations agency technical
experts.

OCHA (inter-cluster).

Potential invitees (as appropriate)
Sub-national cluster or sector focal points.
Donor representatives.
Regional focal points with technical expertise based at regional level.
Military representatives and other authorities, as appropriate.

Technical Working Groups (TWiGs or TWGSs) are small, task oriented

and time limited. They advise the SAG and can complete tasks such as
agreeing minimum standards and formulating technical practices. TWGs
are coordinated by a focal point or technical adviser, and are composed of
relevant technical experts. Typical TWGs in child protection coordination
groups include, for example: Unaccompanied and Separated Children,

Psychosocial Support and Child-Friendly Spaces, Case Management,

Assessment, and Capacity Building.

Recommended reading for coordinators and those considering co-
leadership:

Child Protection AoR Resource Pack on NGO Co-leadership of Child
Protection Coordination Mechanisms (forthcoming by the Child
Protection AoR).

Inter-Agency Standing Committee, Reference Module for Cluster
Coordination at Country Level, IASC, 2015.

The Child Protection AoR online Starter Pack also contains examples

of documents supporting co-leadership. Available at: <http://cpwg.net/
starter-packs>.
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Depending on the size of the emergency and the areas most affected, child
protection coordination groups may be established at national and sub-
national levels. Sub-national coordination occurs when national coordination
is decentralized and clusters or sectors are established in zones of special
operational importance. Structures may be established at more than one
administrative level if required (for example, in Pakistan and the Democratic
Republic of the Congo, structures were established at provincial and district
level), although the principle is that the number of coordination structures
should be minimized. Sub-national coordination is critical when responses
take place in remote areas (such as parts of the Sudan) or extend over a
large territory (such as in the Democratic Republic of the Congo).

Humanitarian operations that employ national and sub-national groups
have been found to be more effective than ones that coordinate through

a single national child protection coordination group. Though sub-national
coordination structures may vary across regions, they should facilitate
decentralized decision making and shorten response time. They are also in
a better position to:

adapt standards to local circumstances;

work closely with local authorities and international, national and local
NGOs;

implement the strategic plan, and cross-cutting and multidimensional
issues;

strengthen AAP.

The establishment of sub-national clusters should be formalized in ToR
(endorsed by the national CLA). Sub-national child protection coordination
groups need not mirror the national structure exactly. If there is no
Protection Cluster at sub-national level, sub-national coordination groups for
child protection may still be set up, as necessary.

Sub-clusters at sub-national level report to their sub-cluster at national level,
unless other arrangements are agreed in country. ToR should be framed in
terms of clusters’ core functions and establish clear lines of accountability
between national and sub-national clusters. It is important to carefully
consider the communication flow between national and sub-national levels
and ensure adequate structures are in place. Inter-cluster coordination at
sub-national level may require dedicated support. In some cases, a sub-
national HCT (with cluster representation) has replaced an inter-cluster
forum.

Depending on available resources and the operational context, sub-national
clusters should make staff available to meet cluster needs, including for
coordination and IM. Sub-national clusters also offer opportunities for
humanitarian partners and national authorities to share cluster leadership.
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In some cases, more capacity and seniority are needed at sub-national
level, close to operations, than at national level; experience has shown that
clusters at capital level have not always been needed.** As with all clusters,
sub-national clusters should only be established on the basis of operational
needs and should be deactivated as soon as local coordination capacity is
adequate.

Recommended reading for coordinators:
Further

f . .
reference Inter-Agency Standing Committee, Reference Module for Cluster

Coordination at Country Level, IASC, 2015.

The Child Protection AoR Starter Pack includes some example ToR for
sub-national coordination mechanisms and other useful documents.
Available at: <http://cpwg.net/starter-packs>.

11 In such cases, regional clusters assume the responsibilities of national clusters.
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Consideration should be given from the outset to the following questions
about membership of the Child Protection sub-cluster.

1. Should membership be open to all actors or are there restrictions to
consider?

2. Are there actors outside of child protection whom it would be beneficial
to have as members?

3. Which government bodies should be invited to join the coordination
group?

4. Could ties between development and emergency child protection actors
be strengthened through membership?

Question 1 could consider, for example, actors who are party to a conflict,
actors who have interests or approaches that are not aligned with the

best interests of children, and actors who may breach any confidentiality
principles of the group. In these instances careful reflection needs to take
place on what the risks and benefits of membership for these actors would
be. Different types of membership, such as observer status and associate
member (i.e. not a fully participating member, but one who can benefit from
information shared by the coordination group) may be useful for different
categories of actors.

Agencies joining the child protection coordination group should have a
discussion about the roles of members and their commitments to the group,
including promoting the Principles of Partnership. Membership has tended
to be unrestricted in the past and consideration should be given to:

private sector;

representatives from governments other than the host government (to
include donors);

organizations with little or no child protection programming;
individuals.

All partners (including UNICEF in its role as implementer) have a shared
mutual responsibility to meet the humanitarian needs of affected people in a
timely manner. The minimum commitments are not prescriptive and should
be adapted to actual needs and context, since cluster-based responses
vary greatly in scale and complexity. Country-level coordination groups
should use this Handbook as a starting point when developing or updating
their own ToR and commitments.

The minimum commitments for participation in child protection coordination
groups may include:
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commitment to humanitarian principles, the ‘Principles of Partnership’
(see annex 2), cluster-specific guidance including the CPMS and
internationally recognized programme standards, including the
Secretary-General’s Bulletin on Special Measures for Protection from
Sexual Exploitation and Sexual Abuse;

commitment to mainstream protection in programme delivery (including
respect for the principles of non-discrimination, Do No Harm, and
others);

readiness to participate in actions to specifically improve AAP, in line
with the IASC Commitments to Accountability to Affected Populations
(CAAP) and the related Operational Framework;

a demonstrated understanding of the duties and responsibilities
associated with membership of the cluster, as defined by IASC ToR and
guidance notes, any cluster-specific guidance and country cluster ToR,
where available;

active participation in the child protection coordination group and a
commitment to consistently engage in the group’s collective work;

capacity and willingness to contribute to the Child Protection Response
Plan and activities, which must include inter-cluster coordination;

commitment to mainstream key programmatic cross-cutting issues
(including age, gender, environment and HIV/AIDs);

commitment by a relevant senior staff member to work consistently with
the child protection coordination group;

commitment to work cooperatively with other cluster partners to
ensure an optimal and strategic use of available resources and share
information on organizational resources;

willingness to take on leadership responsibilities in sub-national or
working groups as needed, subject to capacity and mandate;

willingness to undertake advocacy and disseminate common advocacy
messages to affected communities, the host government, donors, the
HCT, the CLA, the media and other audiences.

A global-level CPWG survey of field-based child protection groups in 2015
highlighted that the number and type of organizations participating in child
protection coordination groups vary greatly. Half of the responding countries
had between 20 and 30 members in their group at the national level. Across
contexts, the average proportion of national organizations (predominantly
national and local NGOs) at national and sub-national level was roughly half.
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0, 0,
A Sub-national T v

National level are national level are national
organizations organizations

Central
African a7 60% 47 55%
Republic
Colombia 20 100% 25 70%
Democratic
Republic of 30 60% 50 70%
the Congo
Iraq 15 5% - -

Tips for promoting good membership include the following:

Members: Appoint a focal point within your organization to maintain
consistency of attendance; the focal point should be senior enough to
take positions on behalf of the agency.

Coordinator: Work with members to identify what each can contribute
to the collective. This could be expertise in one area of programming,
translation services, a venue, background data on the context,
leadership of a sub-national coordination group, brokering relations with
national organizations, among others.

Members: Report on your organization’s programme and funding
situation to develop a full picture of the response and gaps. This entails
submitting the 3W information on time.

Members: Support other organizations less familiar with or less
connected with the cluster system to engage, for example by providing
transport, translating or sharing information.

Lessons learned on membership and participation in coordination groups
include the following.

Although strong partnership alone does not ensure a successful
response, poor partnership undermines joint decision making and limits
the group’s ability to effectively identify and respond to programmatic
and geographical gaps.

A challenge for child protection coordination groups remains the better
inclusion of national and local actors. In some contexts national and
local actors view the cluster approach as isolationist in the first months
after establishment, and in other contexts it remains so throughout the
lifetime of the cluster. Active steps need to be taken from the beginning
to support the involvement of a diverse range of child protection actors
in the coordination group. Experience has shown that seemingly ‘small’
matters — such as transport to a meeting, location of the meeting and
security clearance, timeliness of minutes when people could not attend,
language of the meeting and/or simultaneous translation — need to be
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resolved rapidly. Interpretation may be necessary (into one or more
appropriate languages) so that all partners are able to participate,
including local organizations (and national and local authorities where
appropriate).

The sub-national coordinator should take time to clearly explain to sub-
national coordination group members the objectives, responsibilities

and targets committed to under Humanitarian or Strategic Response
Plan frameworks developed at the national level. Regular updates on
progress and ‘check-in’ with the members for the targets that have been
set help ensure inclusivity, participation and motivation in contributing to
the larger response.

Defining roles and responsibilities of the child protection coordination
group is an effective way of avoiding the build-up of tension among
members and the creation of false expectations, especially around
funding and fundraising.

Donor perceptions of the cohesiveness of the coordination mechanism
can affect funding of operational members of the group.

Recommended reading for coordinators:

Chapter on membership in Inter-Agency Standing Committee, Reference
Module for Cluster Coordination at Country Level, IASC, 2015.
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14 Information management

As stated in the CPMS, in the context of humanitarian response there are

three categories of IM. The following two relate to the coordination function

(the third relates to the way operational agencies manage individual case

formation).

= Information is collected or collated on the overall situation of children in a
given context, looking into overall risk factors and violation patterns (see
Standard 6 on monitoring).

= Information is collected, processed and used to describe the nature
and extent of the response (see Standard 4 on programme cycle
management).

Information management (IM) can be viewed as a four-stage process:

1. designing/adapting and developing IM systems;

2. collecting and processing data;

3. storing, analysing and disseminating information;

4. using data for evidence-based decision making and reporting.

STAGE 1
IM System Design/Adaptation
and Development

STAGE 4 STAGE 2
Evidence-Based Decision Data Collection
Making & Reporting and Processing

STAGE 3
Storage, Analysis and
Dissemination of Information

Where the coordination team does not have an Information Management
Officer (IMO), understanding these steps will enable the coordinator to
ensure a ‘good enough’ IM system is established and used.

In contexts where the coordination group has an IMO, on the other hand,
understanding the steps will allow the coordinator to work more effectively
with the IMO.

Effective IM is the foundation for effective coordination.
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As far as possible the IM tools being used across each of the sub-clusters
and the Protection Cluster should be integrated or harmonized to ensure
efficiency. Sensitive matters should be adequately addressed; for example,
confidential information should only be shared according to agreed
protocols. This will also reduce the burden on members who report activities
to the Protection Cluster and/or different sub-clusters.

In order to design, adapt and develop an IM system for a child protection
coordination mechanism, consider the following steps, taking into account
the IM needs and processes for the wider Protection Cluster:

Identify what the coordination group needs to know, and what time and
resources are available for collection and analysis of data. This will be
the basis for deciding what IM tools to use, how to use them and how
frequently. Only collect information for essential decision making and
reporting. It is a common mistake to overestimate information needs,
and this results in waste and inefficiency, with time and money being
spent collecting information that is then not used.

Review the existing sources of data and IM systems. This often ranges
from existing government data collection tools and national surveys

to humanitarian-led assessments and child protection IM systems

to support case management. This step allows the child protection
coordination group to make realistic decisions about how and where to
collect information and other IM issues.

Review the feasibility, pros and cons of combining the IM system for
child protection with that for broader protection and/or other AoRs.
Creating an overall IM system for protection means child protection

IM is likely to become more efficient. However, it may be a complex
undertaking, or may entail compromising on the level of detail required
for child protection.

Find out the common agreed terminology in terms of boundaries and
places: the Common Operational Datasets. They are critical datasets
that are used to support the work of humanitarian actors across multiple
sectors. They are considered an essential standard for the humanitarian
community. Common operational datasets can be found at the
Humanitarian Data Exchange at <https://data.hdx.rwlabs.org>. These
will be particularly important for the 3/4/5Ws.

Design or adapt ‘good enough’ tools. The IM tools must be able to
provide the data needed for the analysis and must be simple enough to
be used effectively given the capacity of the coordination group and the
time available for IM.

Agree on resources, processes and responsibilities. IM tools will only
work if partners commit to sharing their information and agree on
processes and responsibilities. Partners can be briefed on the IM tools
and clear agreements should be made on a reporting schedule from
members and back to members.
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Helps to have an overview of who the child
protection coordination group members are (by
organization, type of organization), helps when
members need to be contacted and information
shared, and can also be used to keep track of
attendance at meetings. As soon as possible,
the contact list should be automated through
Humanitarian ID (<http://about.humanitarian.id>),
which is a single contact management solution
for everyone working in humanitarian crises and
disasters.

Supports the coordinator in conducting effective
meetings that focus on strategic discussions.
Along with other tools (3W, Secondary Data
Review (SDR), etc.), the meeting minutes tool
facilitates writing updates for UNICEF or UNOCHA
Situation Reports.

Helps the coordinator and members keep up
to date with the various meetings taking place
and events planned. As such it helps to avoid
overlap. The calendar/events tool at <www.
humanitarianresponse.info> is usually used.

A desk review is a compilation of existing
secondary data in a coherent and usable format
(Microsoft Word). It usually includes pre- and post-
onset data (i.e. from before and during the crisis/
emergency).

An SDR matrix consolidates child protection
information from assessments, sitreps, etc. into
a spreadsheet that can be further analysed.
Secondary data is information obtained from
secondary (rather than primary) sources, such as
pre-existing evaluations, reports, assessments
and media.

The 3W (Who does What and Where), 4W (Who
does What, Where and When) and 5W (Who
does What, Where, When and for Whom) tools
help collect data on the operational presence of
child protection organizations. Once analysed,
the data collected provide information on gaps,
overlaps, performance, etc. While the 3/4/5W
is often spreadsheet-based, other tools such
as Activitylnfo are increasingly used. Please see
below in this section for more information on
ActivityInfo.

Plan progressive development of the IM system. Likely changes in
information needs and the IM environment should be analysed. Based
on analysis, the IM system and tools should evolve according to the
information needs.

Data from partners is usually collected through the five tools that all
coordinators and IMOs should set up as part of their IM system.

After each
meeting.

During each
meeting.

Can be done
once using
the ‘repeat’
function of
the calendar/
event tool on
the website.

Prior to an
assessment.

To be defined
in country
depending on
the reporting
schedule for
the overall
response,
including the
frequency of
sitreps.
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A full set of IM tools and products is available in the Starter Pack for coordinators
at <http://cpwg.net/starter-packs>, and guidance notes are provided for each.

In order to set up the 3/4/5Ws and the rest of the IM system, agree on

a clear categorization of activities in the child protection response that is
representative of what members are doing on the ground and relates to the
Humanitarian Response Plan. A list of 18 standard activities is proposed
by the global Child Protection AoR based on good practice at the national
level, and this should be adapted in country:

Advocacy Focused Non-specialized
Alternative Care arrangements Mental Health and Psychosocial
Awareness raising Support (MHPSS)

Case Management Identification / Referral
Child-friendly space / Legal reform

recreational activities Mine Risk Education
Disarmament and Demobilization Reunification

Diversion and the use of Socioeconomic reintegration
alternatives to detention Specialized MHPSS services
Documentation Tracing

Family Support Strengthening Training and/or mentoring

These ‘activities’ can be linked to the ‘needs’ in the CPMS. Linking activities
and needs will provide layers of analysis, for example the number of
beneficiaries by activity (e.g. awareness raising, training and/or mentoring) and
by need (e.g. psychosocial distress and mental disorders, sexual violence).

As with all components of the IM system, the 3/4/5W can be a standalone

tool for child protection, or it can integrate information from protection and

the AoRs and be a common tool for the whole cluster and for informing the
Humanitarian Response Plan.

Overall, it is essential to exploit all opportunities to lighten information and
reporting processes. The box below gives examples of how to do this.

1. The 3W reporting was spreadsheet-based, and a reporting schedule was
defined with partners. The schedule was aligned with sitrep reporting as well as
OCHA 3W reporting.

2. Since the Child Protection Information Management System (CPIMS) was
operational in country, it was agreed with partners that data on the number of
unaccompanied and separated children (UASC) identified, documented, traced
and reunified would not be collected through the 3W but rather through the
CPIMS.

3. UNICEF agreed to use 3W data as the reporting tool for organizations that were
implementing a project through a Programme Cooperation Agreement. When
UNICEF was directly implementing activities it was reported in the ‘organization’
column of the 3W; when UNICEF was a financial or technical partner of international
and national NGOs it was reported in the ‘financial/technical partner’ column.

4. Appointments were made with partners to help them fill in data for the first time
and training was organized to help them fill in the 3W.

5. Analyses were produced quickly to encourage the participation of partners who
were not yet reporting.
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Stage 3:
Data storage,
analysis and
dissemination

Once data has been collected for 3W, it should be processed in the
following way:

1.

Data cleaning is achieved using spreadsheet pivot tables, sorting
and filtering functions in order to spot potential errors and to correct
them. Using data validation will prevent most common errors and data
cleaning will be easier. Training on the CPMS (as they form the data
collection and analysis framework) and training on how to use the IM
tools may also be useful.

Making sure data is formatted for the data analysis stage can be done by
designing pivot tables that respond to information analysis needs. A
pivot table can automatically sort, count, total or give the average of the
data stored in one table or spreadsheet, displaying the results in a second
table showing the summarized data. The user sets up and changes the
summary’s structure by dragging and dropping fields graphically (e.g.
number of children targeted and reached in the most affected regions,
number of children and adults reached by awareness-raising activities).

Data storage is most often done in Dropbox or any other cloud-based
storage system. This is especially useful in order to share information
among several coordination hubs in a country and to induct new team
members. In terms of data confidentiality, the storage and sharing of
sensitive material should always be discussed and agreed within the
child protection coordination group. When files are stored, they should
have a common naming convention. The following haming convention is
usually used:

COUNTRY INITIAL_CPSC_NAME of the DOCUMENT_YYYY-MM-DD

Example: PHL_CPWG_5W_Analysis_2013-12-03 for a 5W analysis of
the CPWG in the Philippines on 3 December 2013.

Data analysis consists of moving from a pivot table designed during
the data processing phase to understandable information (mostly tables,
graphs and maps). It can be done exclusively in Microsoft Excel in

order to develop dynamic products using Word, or infographic software
such as Inkscape (free and open-source) or Adobe Creative Suite. In
order to be fully analysed, the different pieces of information should be
summarized, compared and interpreted.

There are five main products produced based on data analysis.

Snapshot of child protection needs: Data from a desk review or an
SDR matrix can be analysed to show main needs in country. These
analyses can also be used to develop the Humanitarian Needs Overview
(HNO).

3W operational presence: Demonstrates who is doing what and
where with data from the 3W tool.
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5W dashboard: Shows comprehensive monitoring information based
on 5W data and other information (such as presence of IDPs, armed
conflict location, funding status, etc.) to provide gap analysis. These
analyses can be used to report on the Humanitarian Response Plan.

Bulletin: Provides main information from the previous products to which
some pictures, success stories and interviews can be added.

Funding analysis: Provides a snapshot of the current funding status
and should be done using Financial Tracking System (FTS) data.

The usable information must then be disseminated in order to reach the
target audience, namely the members of the child protection coordination
group and other relevant actors (e.g. government, donors) in one or more of
the following ways:

Presenting it back to members at the coordination meetings. This can
be done through presentations, printouts and/or sending out regular
emails.

Reporting to coordination mechanisms and donors, the public and the
affected population through regular and ad hoc reporting mechanisms
(e.g. sitreps, printed reports, humanitarian dashboards, bilateral
meetings, events).

Reporting back to the public and the affected population using whatever
media are most likely to reach them at scale, including radio, newsprint,
television and social media.

Adding it to cloud storage for ease of reference as well as institutional
memory.

Humanitarian Response (<www.humanitarianresponse.info>) provides a
page for each child protection coordination group to upload information.

ReliefWeb (<http://reliefweb.int/>). Child protection coordinators can
share their information products by emailing them to submit@reliefweb.
int or using the ‘submit to ReliefWeb’ facility when posting a document
on Humanitarian Response.

Humanitarian Data Exchange (HDX) (<https://data.hdx.rwlabs.org>) is an
open platform for sharing data. The goal of HDX is to make humanitarian
data easy to find and use for analysis.

Top tips for contributing to OCHA situation reports (sitreps) include the
following.

1 bullet point = 1 idea supported by figures.
Be short and straight to the point. A total of 200 words is the limit for

each cluster input. As child protection is part of the Protection Cluster,
input should be limited to 100 words.
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Stage 4:
Evidence-
based
decision
making

Useful Excel
functions for
information
management

Strike a balance in the response update between responses in the past
week on high priority issues and cumulative achievements since the start of
the crisis. This gives the reader a sense of the overall scale of the response.

Avoid acronyms.

Avoid mentioning agencies, but report on collective achievements and
issues.

Be specific about gaps and constraints.

Use desk review and SDR data to report on needs identified, 3W data
to report on response, and meeting minutes to report on gaps and
constraints.

Avoid reporting that meetings have taken place except in the first
two weeks of a sudden-onset emergency (when cluster set up and
processes are an indication of progress in the response).

Here is an example of good practice reporting:

Psychosocial support provided: 34,624 primary school-aged girls and
42,321 primary school-aged boys have been assisted through structured
and sustained psychosocial support (PSS) activities since January 2014,
a 9 per cent increase since the last report of 28 August (definitions of
‘structured’ and ‘sustained’ are available).

The final step of the IM process is to provide information for evidence-based
decision making and reporting. Setting up a 3W matrix in the first days of an
emergency will facilitate the allocation of resources and response planning
by avoiding gaps and overlaps. In the Philippines, the child protection
coordination group provided tables on numbers of planned child-friendly
spaces for the Haiyan Typhoon emergency by location and organization,
facilitating response planning.

Summarizing, comparing and analysing information will help partners

have the same understanding of child protection in emergency needs and
responses. Partners will also use this information for project proposals and
to improve consistency and complementarity across different requests to
donors.

Finally, IM products can provide an evidence base for advocacy with key
stakeholders such as government, donors and HCT.

There are eight Excel functions that are particularly useful for IM to support
coordination, and guidance on each of these is available online.

Hide/Unhide Worksheets: This is particularly useful in order to enable
people to see or not see a worksheet. Excel workbooks are normally
composed of a worksheet where partners can fill in data, usually from
a named database or matrix. This worksheet is usually linked to other
worksheets in the workbook where lists used for dropdown menus are
defined.
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Format as Table: Converting a data range into a table extends
functionality (e.g. sort and filter, data validation, lookup, pivot table),
which can then be used to work more efficiently and effectively. It also
reduces the size of the workbook.

Inserting/deleting columns/rows: When you insert blank cells, Excel
shifts other cells in the same column down or cells in the same row to
the right to accommodate the new cells. Similarly, you can insert rows
above a selected row and columns to the left of a selected column. You
can also delete cells, rows and columns.

Sort and filter: When entering data into a worksheet it often appears
unorganized, so when analysing data in a worksheet, data may need to
be rearranged. Excel’s sorting feature can help rearrange data so it can
be used more efficiently (e.g. sorting names of places or organizations
by alphabetical order). Filtering is a way to extract certain data from

the worksheet. Unlike sorting, filtering does not just reorder the list; it
actually hides the rows containing data that do not meet the filter criteria
(e.g. keeping only a specific activity in the 3W or a specific location).
Note: cells should not be merged if using these functions.

Data validation: This is particularly useful when designing forms or
worksheets that other people will use to enter data, such as 3W. It defines
what type of data should be entered in a cell (e.g. a list of activities, a list
of places). Data validation is used to prevent users from entering data that
is not valid, preventing the need for data cleaning and therefore facilitating
analysis.

Inserting formulas: Formulas are equations that perform calculations on
values in a worksheet. A formula starts with an equals sign (=) and should
be entered in the required cell. There are various predefined formula
functions available in Excel that can be used for simple to complicated
calculations. One such formula is VLOOKUP, which stands for vertical
lookup. It can be used to look up specific information located in a table of
data or database. VLOOKUP normally returns a single field of data as its
output.

Pivot table: Pivot tables allow you to quickly summarize and analyse
large amounts of data, independent of the original data layout in the
worksheet, by dragging and dropping columns to different rows,
columns or summary positions. For example, within seconds pivot
tables can provide the total number of beneficiaries for a specific activity
or a specific location from a 3W. Note: cells in the database should not
be merged in order to insert a pivot table.

Charts: Used to display series of numeric data in a graphical format to
make it easier to understand large quantities of data and the relationship
between different series of data, charts can provide the audience with

a summary of the number of beneficiaries by activities, among other
things.
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Other software used by the wider humanitarian community includes the
following.

Quantum GIS (QGIS) is a free and open-source geographic information
system. It provides a continuously growing number of capabilities
provided by core functions and plugins. Users can visualize, manage,
edit, analyse data and compose printable maps. More information on
QGIS: <www.qgis.org/en/site>.

Activitylnfo is an online humanitarian project monitoring tool (an online
3W) that helps humanitarian organizations to collect, manage, map
and analyse indicators. It has been developed to simplify reporting and
allow for real-time monitoring. More information on Activitylnfo: <www.
activityinfo.org>.

Tableau facilitates exploration and visualization of any data. It offers
five main products: Tableau Desktop, Tableau Server, Tableau Online,
Tableau Reader and Tableau Public. More information on Tableau:
<www.tableausoftware.com>.

Gmail, Google Docs and Google Spreadsheets: Gmail can be used
in addition to email clients to reinforce the independence of the child
protection coordination group. Google Docs and Google spreadsheets
can be used to collaborate on documents and spreadsheets. More
information: <https://mail.google.com>, <https://docs.google.com>.

MailChimp is used to create, send and track email newsletters. You can
create signup forms and send your subscribers product updates, event
invitations, announcements or editorial content. MailChimp is free for lists
of up to 2,000 subscribers. More information on MailChimp: <http://
mailchimp.com>.

KoBoToolbox is an open-source suite of tools for data collection

and analysis in humanitarian emergencies and other challenging
environments that was built to address this gap. It is especially useful for
assessments. More information on Kobo: <www.kobotoolbox.org>.

Managing information requires not only technical skills but also specific soft

Elements of skills. Tips include the following.

success in

managing o ) )

information Be proactive in collecting data, for example through continuous contact,

telephone calls, building relationships, keeping up to date and remaining
available for support.

Be accommodating to the capacities of members in supplying and
requesting data, such as internet access restrictions, as well as capacity
to analyse information collected.

IM tools should not simply be sent by email but should be explained to
partners in person. Sit with partners, take advantage of coordination
meetings and explain how the tools work. If tools need to be sent

by email, also send an explanation note on how to use the tools,
highlighting that support is available.
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Produce regular analyses and share these with partners. Use this as a
basis for discussion during coordination meetings so that partners will
be encouraged to share more data. Data and information are usually
collected in an emergency context but rarely analysed.

IM should support decision making: make sure systems and tools are
aligned with the Humanitarian Response Plan.

Do not confuse community-level information with individual case
information. Always respect confidentiality rules.

The following structures are available to support coordination groups with IM:

The global level Child Protection AoR Rapid Response Team Information
Management Officer provides support, both remote and in country, to
child protection coordination groups in emergency contexts.

The OCHA IM unit in country can usually provide IM support, especially
in terms of GIS and mapping. There is sometimes an inter-agency IM
Skype group managed by OCHA in country.

The Protection Cluster Information Management Officer is a helpful
resource where the child protection coordination group does not have
capacity.

IMOs of other UNICEF-led clusters (such as Education, Nutrition,
WASH and Gender-based Violence) can also help child protection
coordination groups.

UNICEF monitoring and evaluation staff usually have access to
background data and key contacts in country, and can help when
defining indicators.
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Definition and
purpose of
inter-cluster
coordination

Inter-cluster
coordination
and links
between HCT
and clusters

Types of
inter-cluster
collaboration

Inter-cluster coordination takes places at the national and sub-national levels
to coordinate the implementation of the response through each step of

the HPC. Guided by the HCT, inter-cluster coordination processes provide

a platform for clusters to define common priorities and ways of working
together to achieve greater efficiency and effectiveness in the response. The
inter-cluster coordination platform is chaired by OCHA and comprises the
cluster and AoR coordinators.

Delivering an effective response and achieving the strategic objectives
require continuous two-way communication between the HCT and clusters.
This link is necessary to ensure that the HCT is advised of critical operational
developments impacting upon the overall response and that clusters

receive strategic guidance about the evolving context. OCHA supports this
communication and facilitates inter-cluster coordination by providing direct
support, facilitation and secretariat services as determined by the RC or HC
and the HCT. The diagram below shows how these different links work.

Humanitarian Country Team

Provides strategic direction through the Humanitarian Country Team
articulation of strategic objectives and

operational support to their achievement.

CLAs ensure an inter-sectoral analysis

informs HCT decision-making.

Strategic Objectives (SOs)

Determined by the HCT, relevant clusters Strategic Strategic Strategic
group together to develop multi-sectoral Objective 1 Objective 2 Objective 3
strategies in achievement of the SO and P e!' & ,m. A A &, I ‘

coordinate to implement and monitor their
achievement.

Inter-cluster

Clusters work together throughout the
components of the HPC to achieve the
humanitarian priorities as set by the SOs.

Focusing on key operational issues which ﬁ k.i AN a
impact on an effective and efficient L) [}
response; clusters highlight issues which

require strategic support. EXAMPLES OF CLUSTERS FOR ILLUSTRATIVE PURPOSES

Representation of the Protection Cluster in inter-cluster meetings and any
other forums should be agreed between the Protection Cluster Coordinator
and the sub-cluster coordinators by consensus. The Protection Cluster
Coordinator or CLA is not able to bar sub-cluster coordinators from
attending meetings or representing the cluster. Overall, sub-cluster lead
agencies have the equivalent responsibilities to CLAs and should work
alongside the Protection Cluster in all inter-cluster processes (Inter-Agency
Standing Committee, /ntroduction to Humanitarian Action: A Brief Guide for
Resident Coordinators, IASC, October 2015).

Child Protection and other AoRs will often need to liaise directly with other
clusters. For example, one priority for any child protection coordination
mechanism is, where possible, to seek direct collaboration with the GBV sub-
cluster. This is a self-evident need given the overlap in essential, multisectoral
service provision and the advocacy needed for girls, boys, women and men
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at risk of, or who are survivors of, gender-based violence. Complementary
and interdependent systems building across the two sub-clusters is vital. At
the same time, efforts to mainstream child protection are likely to be more
efficient when undertaken as part of a joint effort with the broader Protection
Cluster. This coordination among clusters also helps in the identification of
core advocacy concerns emerging from the operational response and the
identification of resource gaps that are impacting upon operational delivery.

Examples of inter-cluster response issues

Nutrition, WASH, Food Security, Health, Child Protection for
psychosocial assistance.

Shelter, WASH, Protection, CCCM and Child Protection.

Health, Protection, Education.

Shelter, Logistics, Protection.

CCCM, Protection and potentially all clusters.

Child Protection, Livelihoods, Cash, Education.

While sub-cluster lead agencies have the equivalent responsibilities to
CLAs and should work alongside the Protection Cluster in all inter-cluster
processes, in certain contexts it may be agreed that sub-clusters can be
represented by any one or a combination of the following: the Protection
Cluster coordinator, the Protection CLA, the co-lead agency or the co-lead
agencies of sub-clusters.

Even if it is agreed that the child protection coordination group will be
represented by someone else in inter-cluster processes, make sure that
the group plays an active role and collaborates in the in-house inter-cluster
coordination across UNICEF-led clusters and AoRs to ensure increased
efficiency and effectiveness in the response and to reduce duplication.
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Transition and
deactivation

Criteria for
deactivation

Principles for
transition and
deactivation

A cluster is time-bound and is not formed automatically. It is created to fill a
specific coordination gap in a humanitarian response, and should dissolve
when that gap no longer exists. Periodic reviews of the cluster architecture
make sure that clusters adapt to changing circumstances and remain
efficient, effective and fit for purpose. They also ensure that clusters make
timely plans to transfer leadership and accountabilities to national or other
structures and design transition processes and, where necessary, activities to
build capacity in relevant areas. Where clusters are not formally activated, it

is strongly recommended to carry out regular reviews of the cluster or sector
humanitarian coordination architecture for the same reason.

Cluster transition refers to the process (and potentially the activities)

by which the transfer of leadership and accountabilities is planned and
implemented, leading to deactivation. A plan is required to map phases in
the transition, set transition or deactivation benchmarks for each phase and
schedule activities to meet them.

Cluster deactivation is the closure of a formally activated cluster.
Deactivation includes the transfer of core functions (in line with the Reference
Module for Cluster Coordination at Country Level) from clusters that have
international leadership and accountability to sectors or structures that are led
nationally.*? Functions may be transferred to existing or pre-crisis coordination
and response structures, or to new ones. Deactivation of the Protection
Cluster entails deactivation of all sub-clusters.

Cluster deactivation is considered in circumstances where response and
coordination gaps exist and national response or coordination capacity
cannot meet needs in a manner that respects humanitarian principles. The
deactivation of formally activated clusters may therefore be considered when
at least one of the following conditions is no longer present:

1. The humanitarian situation improves, significantly reducing humanitarian
need and therefore associated response and coordination gaps.

2. National structures acquire sufficient capacity to coordinate and meet
residual humanitarian needs in line with humanitarian principles.

The transition and deactivation processes should be guided by four principles.

1. They should be initiated and led by the HC, in consultation with
the HCT, and wherever possible in close collaboration with national
authorities and supported by OCHA. CLAs, cluster partners and national
counterparts should also be involved in drafting and agreeing the review
and its recommendations, and preparing transition or deactivation plans.

2. They should be based on assessment of national capacity, including:
presence, structure and resources of relevant response and coordination
mechanisms; a government declaration that an emergency is over; the
functions of clusters that will likely be transferred to national structures;

12 Deactivation can transfer leadership and accountabilities to other internationally supported
mechanisms, such as INGOs.
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deactivation
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60

3.

4.

clusters must not all be deactivated at the same time, but deactivation should
relate to needs and presence of national structures to manage functions.

They should take into account the context, including the scale of
humanitarian needs and the ability of successor mechanisms to respond
in line with humanitarian principles.

They should be guided by early recovery and resilience-building
objectives. Humanitarian actors should consider the sustainability of their
response, including building the capacity of national counterparts.

Transition plans should outline how accountabilities will shift from the CLA to
the government or to other coordination mechanisms.

The table below summarizes the recommendations for a review of cluster
coordination architecture, transition and deactivation in two different contexts.

Within three months. Review the The HC/HCT should ensure

cluster coordination architecture that clusters have developed

to ensure it is fit for purpose. an outline of a transition or
deactivation strategy 90 days
after activation.

Annually. Review the cluster The HC should report annually
coordination architecture to to the ERC on review results,
ensure it is fit for purpose. the rationale for structures

Do this more often if strategic and any plans for transition or
response plans are revised deactivation. Previous versions
to reflect changes in the of the transition or deactivation
humanitarian context. Where plans should be updated based
possible, review before the on the annual review.

start of new strategic planning

cycles.

When preparing transition and deactivation plans, a cluster should:

map preparedness arrangements, as well as response and coordination
needs;

identify government and other coordination and response mechanisms
that are competent to assume leadership and accountability for the
cluster’s functions, noting that responsibilities and accountabilities may
pass to a range of officials or institutions and that not all need to be
transferred at the same time;

assess the capacity of these mechanisms to assume responsibility;

determine what must be done over what period to build capacity, during
the transition or to enable deactivation;

assess whether the criteria are met for creating new clusters;

define how CLAs and national counterparts are accountable for
cluster functions during transition and deactivation, and take steps to
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Role of global
clusters

Lessons
learned on
transition

ensure accountability is preserved; set benchmarks to indicate phased
transitions towards deactivation;

propose a timetable for transition or deactivation;
propose a timetable for additional cluster reviews as appropriate;

decide how preparedness will be maintained or strengthened after
deactivation and define any continued role for the CLA.

When a review occurs, global clusters and AoRs should support the
process and share lessons learned. They should be involved in the planning
reviews and should be kept informed at every stage.

Child protection coordination groups in a variety of contexts have
experience of the transition process post-emergency, including Haiti,
Pakistan, the Philippines and Uganda. Here are some lessons learned
during the processes:

Relevant government departments should be involved in child protection
coordination mechanisms from the very beginning of the response.
Consideration should be given to the role of both the Department of Social
Welfare or similar as well as the Disaster Management Agency as both
have relevant mandates for child protection and emergency response.

Engaging local NGOs or the Red Cross as co-leads for the coordination
group at district level can promote the sustainability of the group.

Enabling coordination group members to define their roles and
responsibilities in the transition phase together through a participatory
workshop can be one way to increase ownership of the group and bring
together suggestions for next steps.

The ToR for the coordination group should be revised for the transitional
phase, reflecting any changes in roles and responsibilities of group
members.

Ongoing support or mentoring for the (new) leadership of the coordination
group is important to factor into any transition plan, when the responsibility
for leadership of the group is transitioning from one organization, such as
UNICEF, to the government and/or NGOs as co-leads.

Passing responsibility to lead a group should not be seen as a one-off
activity but as an ongoing process.

It is important for Protection, Gender-based Violence and Child
Protection actors to streamline their approach to transition as many of
the actors working on these issues are the same.

Where it is possible to get formal government recognition of coordination
groups, and they have a legitimate place post-emergency, these can

be forums that are well placed to engage in issues of emergency
preparedness.
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Needs
assessment
and analysis

Multisector

Initial Rapid

Assessment
(MIRA)

Needs assessments play a critical role in the overall strategy
development of a humanitarian response. Assessments provide the
information needed to define the strategic objectives at the outset of
an emergency, and later for operational planning, staffing and resource
requirements.

There are two types of inter-agency needs assessment. These take place at
different phases of an emergency.

1.

Joint needs assessments, such as the Multi-cluster/Multisector Initial
Rapid Assessment (MIRA).

Cluster-specific assessments, such as the Child Protection Rapid
Assessment (CPRA).

When a sudden-onset disaster strikes, a joint needs assessment process,
such as the MIRA, can be one of the first steps in the HCT’s emergency
response. The MIRA is an inter-agency tool and process that enables
actors to quickly reach a common understanding of the situation and

its likely evolution. The MIRA is often a precursor to sectoral needs
assessments.

An initial common understanding of the most pressing needs affected areas, and
groups

A voice for the affected population

Information to help guide the planning of subsequent assessments which are
more detailed and operationally specific

An evidence base for response planning

A light, fast inter-agency process based on global best practices in rapid needs
assessment

Information to directly inform the design of specific and localized humanitarian
interventions

Statistically representative primary data for quantitative analysis on humanitarian
needs

A substitute for detailed or in-depth sectoral assessments

The MIRA is implemented through a phased process of secondary and

primary data collection, joint analysis and reporting that takes place in

the first two weeks following a disaster. After that period it is expected
that the results from sector- or agency-specific needs assessments will
then be released to yield more specific information for response. Having
an ‘adapted’ MIRA preparedness package in place before a crisis strikes
(phase 0 in the diagram below) will also help to ensure a successful
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MIRA exercise. It should be noted that the time frame associated with
the MIRA is conceptual in nature, as few crises proceed in a purely linear
fashion.

Pre-crisis Crisis event 3 days 2 weeks 4 weeks 6 months
Timeline

1 1
Crisis Phase PHASE 0 9 PHASE 1 PHASE 2 PHASE 3

2rydata : Joint assessment i Detailed harmonized
review Primary data collection i sectoral assessments, monitoring, etc.

Humanitarian
MIRA report <| needs overview f

Activity Assessment preparedness Sudden

i Onset !
Output Adapted
MIRA <

Situation
analysis <

Once multisectoral assessments have been undertaken, the next
phase of the coordinated assessment cycle in rapid-onset emergencies

is for individual clusters to conduct sector-specific assessments. These
assessments are highly targeted in the information they seek to collect

in relation to the specific protection concerns, while multisectoral
assessments provide more of an overview. Assessment of child protection
needs should be carried out in coordination with the wider protection
needs analysis.

Child
protection
assessments

Different natures of emergencies and contexts (timing, accessibility) will call
for different types of child protection assessment to be considered. A flow
chart in annex 3 highlights some of the points for consideration.

The Child Protection Rapid Assessment (CPRA) is one of the tools
most commonly used by child protection coordination groups for assessing
needs.

CPRA Toolkit

The success of an inter-agency CPRA is dependent on the collective effort
of child protection actors, including the government when appropriate. A
single organization is unlikely to have the resources and expertise necessary
for this process. As a coordinator supporting a CPRA in country, the first
step is to form a task force within the child protection coordination group.

It is important that this includes technical oversight and administrative
support, with some level of IM technical capacity to support an assessment
working group.

Based on learning from CPRAs conducted in a variety of contexts,
the following are top tips coordination groups should consider before
undertaking a CPRA.

Top tips for a
CPRA

Review the Child Protection Assessment Flow Chart (annex 3) to
see if the CPRA is the appropriate toolkit for the context or if another
methodology would be more suitable.

Read part 1 of the CPRA Toolkit, the Guide. It contains valuable step-by-
step information about the CPRA process and requirements.

Reach out to the global-level AoR for support with the process.
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Humanitarian
needs
overview

Top tips

for the
Humanitarian
Needs
Overview
process

Further
reference

The needs assessment information collected from multi-cluster and
multisectoral assessments, together with other secondary data on needs,
vulnerabilities and capacities of affected people, are compiled into an HNO.
This consolidates and analyses information on needs, vulnerabilities and
capacities of affected people and serves as the basis for humanitarian
response planning and strategic decision making.

An HNO should be produced at least once a year to support the HCT in
developing a shared understanding of the impact and evolution of a crisis
and to inform response planning. This document presents a comprehensive
analysis of the overall situation and associated needs. It is structured using
the analytical framework developed for the MIRA.

HNOs are initiated by the HC and HCT or national authorities and are
coordinated by OCHA.

The HNO should thoroughly explore the main protection themes and the
interlinkages of protection issues affecting specific vulnerable groups. The
HNO should be a comprehensive analysis, giving adequate visibility to all the
sub-clusters. An effective solution to achieve this aim is to have separate
paragraphs for all sub-clusters.

The following advice comes from lessons learned by coordination groups
involved in the HNO process.

Consider using the SDR tool. The development of the HNO requires
the review of multiple documents in order to develop a clear picture of
the impact of the emergency on child protection. As this process can
be time-consuming, the SDR tool is a helpful way to compile a quick
snapshot of the situation that can be easily updated.

Consider developing a severity or vulnerability ranking. In addition

to the narrative, groups will most probably develop a severity/
vulnerability ranking in order to prioritize the child protection and GBV
response geographically. Remember to keep it simple and formulate
straightforward questions or criteria for the data-based ranking.

Recommended further reading for coordinators:

CPWG Guidance on integrating child protection into other sector
assessments, March 2015. <www.cpwg.net>.

Global Protection Cluster, Child Protection Working Group, Child
Protection Rapid Assessment Toolkit, CPWG, December 2012.

Inter-Agency Standing Committee, 2075 Humanitarian Needs Overview
Guidance, IASC, July 2014.

Inter-Agency Standing Committee, Multi-Sector Initial Rapid Assessment
Guidance, IASC, March 2015.

The Child Protection AoR Starter Pack has examples of completed CPRAs
and other useful documents. Available at: <http://cpwg.net/starter-packs>.
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Inter-Agency Standing Committee ‘Guidance on Humanitarian Needs
Overview’, IASC, 2015.

Prioritization ranking tools: <www.humanitarianresponse.info/en/
applications/tools/category/prioritization-ranking-0>.

Severity ranking tools: <www.humanitarianresponse.info/en/
applications/tools/category/severity-estimate-ranking>.

The Child Protection AoR online Starter Pack has examples of child

protection response plans and other useful documents. Available at:
<http://cpwg.net/starter-packs>.
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Child
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The Humanitarian Response Plan is a response management tool for
country-based decision makers, primarily the HC and HCT, but also agency
and NGO directors and coordinators. Its purpose is to support decision
making based on solid analysis of the needs and concerns of the affected
people. It has two interlinked parts:

a country or context strategy with a narrative, strategic objectives and
indicators;

cluster plans, with objectives, activities and accompanying projects that
detail how the strategy will be implemented and how much funding is
required.

In contexts where the Protection Cluster is activated, the Humanitarian
Response Plan will include a Protection Cluster Plan, which also covers the
AoRs. It is therefore important to ensure that any planning undertaken by
child protection actors is in line with the Protection Cluster and the other
AoRs. The Protection Cluster response plan will typically have three to five
objectives, three to five activities under each objective and three to five
indicators. It is these activities and indicators that will be monitored as part
of the overall response monitoring process.

In order to clearly describe the child protection needs and response, and
because funding does not flow through the Protection Cluster to the AoRs
but rather needs to flow directly to the AoRs, it is often useful for child
protection issues to be covered in a distinct sub-section of the Protection
Cluster Plan, or in a protection chapter of the Humanitarian Response Plan.
Sometimes, one of the objectives in the Protection Cluster Plan relates to
child protection, thereby providing the distinct space to highlight the planned
child protection response.

Most child protection coordination groups develop a Child Protection
Response Plan in addition to the Protection Cluster Plan, as there is a need
for a more detailed version for the child protection coordination group. This
includes some of the steps to get there, such as collective plans to build
the capacity of responding agencies, agreed ways of working, coordination
arrangements including specific links with the gender-based violence sub-
cluster, and agreed methodologies for response and situation monitoring.

Response plans (sometimes referred to as response strategies) may differ in
format, but there are a number of standard components to ensure that the
document is clear, action-oriented and practical, including the following:

Background and situation analysis: An outline of the relevant facts
that have led to the existing humanitarian crisis and have triggered the
development of a child protection strategy, including pre-existing social
conditions. This would include a summary of the findings of analyses
and assessments. It should also include a list of stakeholders, both
agencies and communities.
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Basic principles and legal framework: It might be necessary to
reaffirm technical guiding principles and standard operating procedures
for all agencies involved in its implementation. There should be a clear
reference to the law applicable in the specific country context, including
international instruments.

Coordination: A clear description of the mechanisms for coordinating
the implementation of the strategy at national and sub-national level, and
for defining how the sector reports to the Protection Cluster or HC.

Existing country/regional emergency preparedness plans.

Objectives: Short-, medium- and long-term objectives based on the
priorities identified and the legal framework.

Action plan: An outline of activities that will be undertaken (collectively
or by individual organizations) in order to achieve the stated objectives.
The list of activities must be based on what resources and capacities
are currently available, humanitarian access and security. The strategy
should be realistic, practical and appropriate to context. The action plan
should include:

activities: listed in order of priority;
- geographic area: where activities will be undertaken;
- populations: who these activities will be implemented for/with;

- responsibility for implementation: assigning responsibilities for
activities should take into account who is best placed to do what.

Key indicators: Setting indicators to measure the outputs and
outcomes of child protection activities can be difficult, but there are
certain key indicators that can be used to assess progress. A list of

child protection indicators has been compiled by the global-level Child
Protection AoR and can be found under Humanitarian Indicator Registry.

Targets: These should be realistic. If the target is a percentage of the
total estimated need for a specific response (e.g. number of children
displaced as identified within the HNO), the absolute value required to
monitor the indicator should also be added. For example, if the target is
percentage of affected children reached through Activity A, the number
of children affected and reached through Activity A is also needed. While
developing targets please also assess the capacity of the partners to
respond (e.g. through the 3W). If the response is constrained and only

a few actors are on the ground, a target of 100 per cent of affected
children reached is not realistic.

Constraints and assumptions: It is important to understand what may
affect the implementation of the strategy. Common constraints include
insecurity, lack of access to affected populations, low operational
presence of partners in the areas of greatest need, inadequate staffing
and lack of resources.
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Costs: It may be necessary to include the total cost of implementing
the strategy, particularly when additional funds need to be raised. A
common mistake is to forget to double-check budgets and figures in the
text and in tables and to make sure the figures in the text are the same
as in the tables. Also do not forget to budget in staff costs for cluster
coordination and IM.

Child Protection Response Plans or strategies should be organized around
the CPMS and where possible should include key actions from the CPMS,
indicators from the CPMS or IASC Humanitarian Indicator Registry.

Recommended reading for coordinators:
Further

reference o . . o .
Humanitarian Indicators Registry: <www.humanitarianresponse.info/

en/applications/ir/indicators/global-clusters/10/domain/p1-pc-child-
protection-675>.

Inter-Agency Standing Committee, ‘Guidance for Humanitarian
Response Planning’, IASC, 2015.
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Role of the
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fundraising
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funding

According to the global-level Child Protection Working Group 2014
annual survey of field-based coordination groups, the lack of funding for
child protection responses was the most frequently cited challenge for
coordination groups. Mobilizing resources to support child protection
responses in humanitarian contexts is a vital part of the role of both child
protection coordinators and child protection coordination group members.
The coordinator is responsible for advocacy with donors, heads of agency
(including UNICEF) and the Protection Cluster.

The role of the coordinator in fundraising is twofold: firstly, to clarify funding
requirements and coordinate budgeting for the sector, and secondly to
fundraise for the sector. Coordinators play a key role in the first task by:

collecting information about ongoing and proposed projects by members;

developing the overall plan, price tag and funding gaps by involving all
members;

providing necessary information and coaching about funding
requirements, sources of humanitarian funds (see below), how to write
strong project proposals, the use of inter-agency indicators and the
submission of project sheets;

agreeing on criteria for project selection;

establishing a representative and transparent working group to review
and select projects;

collaborating with government, partners, the Protection Cluster (where
applicable) and other clusters to maximize complementarity in the
selection of projects;

communicating agreed priorities and funding gaps to donors in country.
There are three essential principles:

The coordinator does not fundraise for particular projects or particular
organizations.

Agencies submitting projects to the FTS should clearly label them as
child protection.

Proposals should consider budgeting for child protection coordination
and for inter-agency activities such as assessments, monitoring and
capacity building.

In the second task, fundraising for the sector, coordinators play an import