Livelihoods (sub) Cluster

Process to Modify or Close a Cluster

Background. The establishment  of the livelihood cluster responded to strong demand from NGOs and UN agencies. It was originally led by ILO but FAO took over and has now chaired and coordinated a number of meetings in Islambad, in Mansehra and in Muzaffarabad. The hub meetings are co-chaired by Oxfam and Save the Children UK respectively, the Islamabad meeting with MINFAL. Livelihood clusters have also been formed in Battagram and Bagh by OCHA without FAO involvement. Attendance at the Islamabad meeting has been variable from 20 to 40 organisations represented, in Mansehra around 25 (but no other UN agencies) and 15 in Muzaffarabad. (The start of the Muzaffarabad  cluster was delayed due to security problems). Government is represented in all meetings.

The status of the Livelihoods Cluster has remained somewhat ambiguous - as to whether it is a sub-cluster of the early recovery cluster or a cluster in its own right. The change process that has started should resolve that. In general, it seems that the cluster system will be wound down over the next three months as the relief function tails off and as GOP takes control of the recovery phase. 

A.
Achievement of Goal and Mandate. The terms of reference for the cluster are appended. Achievement of the general objectives are as follows:

1.  Provision of weekly forum. This is being done and there is good information sharing in general although the absence of UN agencies such as ILO and WFP at the hub meetings is regretted. The minutes of the meetings are circulated at the subsequent meeting and circulated electronically. Heads of cluster meetings are attended and contact is maintained with ERRA. 
2.  Coordination with cluster members. This is and has the potential to work well at hub level. As result of poor response to an email request for agencies information, a “who, what, where matrix” has been developed that can be filled in during a cluster meeting and provides basic Union Council information. The more ambitious targets of sharing resources and promoting synergies are progressing.

3.  Fostering planning. The best expression of this so far has been concerning distribution of maize seed, for example a matrix for Mansehra defining where each NGO is planning to do this and what additional inputs are being supplied including tools and fertilizer. Concerning the 2006/7 action plan, an extensive list of projects were received from cluster members and have been compiled into the three page summary document.

4.  Sharing of knowledge. Examples of this are the seed distribution guidelines prepared by FAO and the ILO guidelines for off-farm livelihood development. Once the “action plan” and “return strategy” are complete, there will be more time to expand this important role of the cluster.
B.
Justification for Modification. It is to be expected that the cluster system will be significantly modified as ERRA assumes responsibilities for coordination currently exercised by the cluster. There is much difference between emergency relief and its operational urgency compared to the more measured approach required for rehabilitation and recovery. 
There are two main roles for clusters, (i) to coordinate agencies’ activities to avoid overlaps and gaps and to achieve a degree of equity in what is provided to earthquake victims, (ii) to exchange information and encourage debate on approaches to recovery. The former role will be taken over by GOP institutions at different levels – federal, provincial, district, UC etc. In particular district reconstruction advisory groups (DRAGs) and District Reconstruction Units (DRUs) will be established
. Participants will be formally invited. The second role is informal and can be done through workshops or working groups which may or may not be sponsored by government but will retain the voluntary participation principle established for the clusters. Modification of clusters to this format is probably inevitable. This means that the livelihood clusters should sooner or latter be modified to become working groups. 
The main uncertainty is the timing. When will ERRA have the capacity to establish the advisory committees? 
C.
Issues and Activities Potentially Unattended. In general the agenda of the clusters is overfull and too diverse for more than very brief debate. By focusing the role in appropriate fora, better results should be achieved providing the two groups do not become exclusive. The main challenge will be for government officers to engage in the working groups and for all participants to be free to express their own views as well as presenting official policy. 

D.
Leadership. The advisory committees (such as the proposed district reconstruction advisory groups) will be led by GOP and the secretariat functions would abide by Government systems. It may be envisaged that a UN agency such as FAO could support each main committee given the limited capacity of ERRA.. The working groups should be lead jointly, as now for the livelihoods hub cluster, by an NGO and a UN agency. FAO expects to establish bases in Mansehra and Muzaffarabad and could continue to co-chair those WGs (and possibly also the Battagram one if that continues). Another UN agency could co-chair the Bagh working group. FAO wishes to promote the sustainable livelihoods approach for all recovery initiatives.
E.
Terms of reference. In principle the advisory committees would fulfil objectives 2 and 3 –co-ordination and planning and the working group would undertake 1 and 4.- sharing of information and technical discussions.

F.
Recommendations. These proposals will be circulated to key UN agencies (ILO,WFP and UNDP) as well as discussed in the existing cluster meetings. However, given that the hub cluster meetings for livelihoods are in their infancy they should be continued at least another few weeks (6?) without upheaval to give members including GOP more chance to identify their long term needs for collaboration.

G. Actions to be taken as follows:

1. Circulation of this note to selected UN agencies and NGOs – mid March.

2. Discussion with ERRA and PERA – early April
3. Modification of proposals – mid April. 

4. Circulation of modified proposals to all cluster members – discussed in cluster meetings 2nd half April.

5. Introduction of modified system – 1st June depending on ERRA capacity.

Conclusions.

As the livelihood cluster activities become increasingly important as recovery gains pace, it should continue in the current format at least until GOP has established its advisory committees. During that time FAO will intend to continue, with the support of its partners, to promote the sustainable livelihoods approach, including the holding of a workshop and the fielding of livelihoods specialists as resources allow. Thereafter FAO would be an active co-leader of the working groups, assuming these are set up, and provide whatever support is required by ERRA and PERA to the advisory committees. Should such committees be specialised (green or non green for example) then ILO or UNDP should support GOP as appropriate in the non-green sector.
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attached:  TOR livelihood cluster.
Livelihoods Cluster   South Asia Earthquake – Pakistan    -   Terms of Reference

Background:

The cluster concept is part of the ongoing UN ‘Humanitarian Reform Review’ (HRR) process, and is consequently applied as a new tool for coordination in the humanitarian context. The concept provides for a single forum for coordination of operations, operational programming and implementation guidelines. The livelihood cluster is coordinated by FAO but as a separate activity from its operations.

The general objectives of the cluster are:

· Provide a weekly forum for all livelihoods stakeholders to share information. This information may concern all aspects of the humanitarian response from livelihoods operations and planning to advocacy and research. The cluster will provide the channels to address information needs of each organization, to facilitate access to that information and process information in the most comprehensive way. It will also be responsible of communicating to all clusters members any developments concerning other clusters, the coordination of the cluster system and policy decisions by FRC and ERRA. 

· To assure coordination between all cluster members. These may include national and international NGOs, UN agencies, Government Institutions (Line Ministries, provincial authorities, FRC, ERRA) and donors. The cluster coordination will try to ensure a representative participation of these organizations. Eventually other relevant organizations in livelihoods operations (credit institutions, input suppliers, etc..) may be invited  to thematic cluster sessions. Coordination will involve mapping of member’s current and planned activities in different fields within livelihoods; sharing resources to reduce costs and increase efficiency and promote synergies between each member’s different implementing strategies. The cluster will specifically facilitate coordination and share information between the FRC-ERRA, the UN system and the implementing organizations.

· To foster planning by discussing each organization’s implementing plans and agreeing on key objectives, results to be achieved and guiding principles of interventions. The planning will be facilitated at all levels, from actions taking place at union council level to the discussion of a general livelihood plan that will identify key livelihoods interventions, indicators of achievement and implementing actors. Within this planning process the cluster will be the focal point for the discussion of the components, implementing organizations and budgets for the 2006-2007 flash appeal.

· Enhance each organization’s capacity to share knowledge. Supporting the affected population’s livelihoods from the relief phase to early recovery involves many different fields of expertise that range from agriculture to urban employment. The cluster will facilitate the role of specialized organizations in providing technical assistance when requested. For this purpose technical guidelines, background information and information resources will be shared and placed on the cluster webpage for consultation. 

Reporting: The Livelihood cluster coordinator will report to the Humanitarian Coordinator and in the head of clusters weekly meeting

.

� The participation of UN and other agencies in these bodies is under consideration at the moment.





