How to Facilitate Coordination Meetings 
Coordination meetings are important events as they guide operational partners and other stakeholders through a process which starts with the rather passive sharing of useful planning information, and which goes on stimulate cooperation within and between Clusters. For this reason, and despite some sometimes rather loud voices to the contrary, such meetings should be treated as formal occasions (even though the ‘style’ of the person chairing will tend to be informal). 

The Government counterpart for shelter (if one has been identified by day two of a crisis) should chair, or at least co-chair the meeting. 

That said, try to avoid giving the ‘top table’ impression as the aim of the Coordinator is not to be authoritarian but is to create an enabling environment where a balance is achieved between ‘robust’ decision-making (which can only really be achieved with an evidence-base and strategic framework to guide negotiations) and the engendering of trust in the Cluster (Lead) Coordinator as independent ‘honest broker’, while allowing the “voice of the smaller partners to be heard” (see generic Cluster Lead guidance note).
Early meetings (i.e in the first week of a crisis response) tend to focus on needs assessments, who is doing what where, and what is in the pipeline. These require flip-charts and plenary discussions. Subjects outside these areas need more detailed consideration and should be assigned to ad-hoc working groups set up for the specific purpose (see SAG and TWIG TORs). As discussions become more detailed some weeks after onset of crisis, consideration should be given to using real-time projection of data, not least because this reduces the amount of paper and colour printing required.
The Cluster Coordination team comprises a Coordinator, an Information Manager, and a Technical Adviser (plus national support staff). The Information Manager will convene a Working Group comprising NGO information managers, volunteers from Statistical departments of local Universities, OCHA’s HIC, and the Government information service. This group is set up from the outset with TORs agreed by the SAG. Similarly, the Technical adviser will convene a Working Group (plus relevant Sub-Working Groups as required) to cover technical issues associated with emergency and transitional shelter and sheltering provision, including shelter-related non-food items.
CHECKLIST FOR CLUSTER COORDINATION MEETING
	BEFORE MEETING

	Action
	Comments

	Confirm room booking
	Probably hotel for first ten days

	Inform OCHA and HIC of time / venue / frequency of meeting
	Ensure it is correct and posted on relevant office/corridor walls and websites

	Send draft agenda to e-mail list
	Request input from the partners; use GoogleGroup
 or similar for list management; make sure the agenda is realistic, does not have too many items on it, and that the items are sequenced logically (see example). Put major and/or difficult items first. Attach meeting notes from the previous meeting.

	Seating arrangements for 100 people + standing room for 100 more
	Sit at a large round table, or, at a separate table at the same level with the other participants surrounding in a semi-circle. Ensure adequate seating/standing room for all.

	Sign at entrance to building and on Door
	Emergency Shelter Cluster Coordination Meeting

	How to join / contact Cluster Poster on wall
	A2

	Other posters on wall as space allows
	Switch Off phones / No Smoking / No guns / Coordination Aims

	Map facing audience
	As big as possible

	Mobile Amplification

· Two amplifiers

· Two Desktop microphones

· Two wireless microphones (+spare batteries)
	IT Cluster / Office technician in-room standing by

	Simultaneous Translation
	Through OCHA / IT Cluster; alternatively, consider having two translators sitting in a huddle to one side; or, have translation of key points only at the end of every section of the agenda; do not attempt to have an interpreter translate every sentence

	Print 2 x Attendance sheets
	Cover sheet + 2 blanks (stapled) on a clipboard if possible

	Hard copies of agenda, previous meeting notes, maps, matrices etc on every other chair
	Prepare these well in advance; staple the last set together no later than 1 hr before the meeting

	Water available for (Co-) Chairs
	Small bottles

	Arrange for coffee/tea and biscuits outside after the meeting
	[Tip: Coffee/Tea and biscuits are essential as it engenders much goodwill and enables discussions to take place in the margins of the main meeting which are often every bit as useful as the main meeting itself]

	Appoint Meeting Note taker from Secretariat or Participants
	Should be a native speaker of the language in which the meeting is conducted. This is not as easy as it looks. It should not be the Coordinator him/herself if at all possible; Usually, the Assistant Coordinator (secondee from National NGO should be requested).


	DURING MEETING

	Action
	Comments

	Call meeting to order
	Start on time. (Tip: Tap an empty glass with a pencil next to the microphone or tap the microphone itself)

	Introduce Chair and Co-Chair
	If a Government representative is present (s)he must speak first and hand-over to the Cluster Coordinator only if (s)he wants.

	Nominate Meeting Note taker
	Normally the chair but can be a rotated NGO volunteer (Tip: the one whose mobile phone goes off, takes notes at the next meeting)

	Identify any Donor representatives or Press in the room
	Do not ask everyone to introduce themselves; only those who are attending for the first time. Partners should be encouraged instead to fill in the ‘Agency Profile’ form (see template) and submit either electronically or at the next meeting.  If Press is present, inform the room that everything that follows is “off the record” and subject to ‘Chatham House Rules’ i.e the affiliation of the speaker is not mentioned unless expressly requested. Speakers should still mention their name, function, and agency when intervening though.

	Mention any points of ‘housekeeping’
	Outline how the meeting will be conducted and ask anyone who doesn’t like the approach to come up and recommend improvements afterwards. Run through administrative points of relevance to the meeting (e.g coffee afterwards, meeting will last 90 mins; mobile phones off) [Tip: Suggest that anyone whose phone goes off automatically volunteers to take the next set of meeting notes …. It’s amazing how everyone scrambles to mute their phone !]

	Outline expected outcomes of the meeting
	Even in the first days of crisis response, meetings have definite themes

	Ask if the agenda needs amending
	Normally any matters arising can be handled under ‘Any Other Business’. Accept minor changes if there is consensus. Large items will be included in the next agenda.

	Manage the agenda (see notes for Facilitators, below)
	Do not run through previous meeting notes at this stage. [Tip: Either put something simple as the first item, or brief an NGO to raise a particular issue before the meeting starts]

	Update partners on action points arising from the meeting notes of the previous meeting that have not been covered during the meeting
	Meeting Notes are action-oriented (see example)


	AFTER MEETING

	Action
	Comments

	Circulate and meet representatives of larger NGOs
	Arrange to visit three per week, either in the field or in their office. Ask if any improvements could be made to how the meeting was conducted.

	Ensure Donors know that you are available to (brief) them at any time
	

	Collect attendance sheets
	Ensure attendance is tracked in graphic (numerical) form according to type of participant (Donor, Large/Small INGO, NNGO, Other Clusters, Government, Academic Institution); Update Cluster Partners list.

	Download latest data onto NGO Flash-drives
	As requested by NGOs

	Circulate meeting notes within 24 hrs
	These are meeting notes, not minutes. As such, they capture key issues discussed and actions/responsibilities/deadlines delegated. Principal concerns are captured in the SitRep; Post to Cluster / HIC website


	Coordination Meeting management 


	Facilitating a meeting with over 50 NGOs present is likened to “herding cats”. Being seen to be impartial, independent, a good listener, and someone who is not afraid to ask advice goes a long way to engendering the ‘trust’ so vital to being perceived as an ‘honest broker’. Try these:

· Start with a statement that sets the tone and style of the meeting (avoid humour, though, as this is so often mis-interpreted in multi-cultural settings, especially where people are already stressed)

· Avoid talking too much and getting personally involved in discussions

· Listen actively (i.e be aware of body language)

· Stick to the agenda and keep discussions focused on key issues (i.e stop digressions – interrupt if necessary). However, allow flexibility within agenda items for participants to express and develop closely-related issues and concerns (but watch the clock)

· Encourage wide participation. Ask for information and opinions, especially from smaller NGOs and Donors. Ask open-ended questions.

· Don’t be defensive and don’t take comments personally
· Clarify and elaborate when requested or when needed

· Test continually for consensus (“Do you all agree ?”)

· Summarize, re-formulate and record key points. Since this is easier said than done when chairing the meeting, arrange for a volunteer to record salient points as they arise; this helps the group stay focused, avoids repetition, and helps reach consensus

· Obtain agreement from those present  on specific proposals and allocate responsibilities there and then (it helps to write the proposal on a Flip-chart)

· Anticipate problems and prevent or mitigate them by defusing clashes and being seen to deal calmly with difficult participants




� Cluster participants request the webmaster (Cluster Information Manager) to join the Partner List. The beauty of this method is that individuals can de-select themselves at any time.
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