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Dear Reader, 

 

Thank you for taking the time to consult the Food Security Cluster Handbook. 
The version that you are about to read is the product of intense consultations 
across food security cluster partners and across other clusters. It is a draft 
which will remain a living document that will endeavour to keep pace with on-
going UN reform processes and with emerging humanitarian crises issues.  

 

We would very much appreciate your feedback and comments on the 
handbook and would ask that you fill out the attached form (please see file: 
Form for comments.doc) and return it to: 

patricia.colbert@wfp.org and vanessavita.bonsignore@wfp.org 
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Purpose and structure of this handbook 

Purpose 

This handbook provides information and guidance on how a country-level food 
security cluster (FSC) can help to ensure an effective, coordinated response by 
humanitarian organizations to food-security-related crises. It suggests how 
food security cluster lead agencies, coordinators, information managers and 
partners can work together to ensure that urgent humanitarian needs are met 
while at the same time facilitating recovery from the earliest possible moment. 

It is intended to be used as a quick-reference document when information or 
guidance is required on a specific topic. 

It is generic in that it should be useful in different humanitarian crisis contexts 
including sudden- and slow-onset crises and protracted emergencies. It does 
not address all the specificities of the different contexts. More guidance 
specific to particular contexts may be included in future versions. 

Although addressed to “food security cluster” stakeholders, this guidance is also 
valid for coordinators and members of other food-security-related clusters (e.g. 
“agriculture”, “food”, or “food-security-and-livelihoods” clusters) and for other 
coordination groups that seek to achieve effective, coordinated food-security-
related action in a country where the cluster approach has not been formally 

adopted. 

Throughout this handbook, “FSC” can be read as referring to “any food-
security-related cluster or sector coordination group”. 

Structure 

The In-a-Nutshell tables (after the acronyms list) provide a brief overview of the 
“deliverables” (expected outputs), core functions and activities of, and 
responsibilities within, a country-level food security cluster or sector 
coordination group implementing the cluster approach.  

Chapter 1 provides essential background information on humanitarian 
coordination and the cluster approach in general. 

Chapter 2 explains the role of food security clusters at global and country levels, 
and how they interact with other clusters whose activities are also relevant to 
food security. 

Chapters 3 to 8 provide practical guidance in the form of concise aide-mémoire 
on what needs to be done by country-level food security cluster lead agencies, 
coordination teams and partners in relation to key functional areas.  
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Terminology and concepts used in the handbook are explained in the glossary 
in Annex A. Annex B reproduces the IASC Coordination Reference Modules. 
Annexes C to M provide other key reference materials. 

All chapters provide cross-references to other documents where more detailed 
information and guidance can be found. The electronic version includes the 
documents referred to, with hyperlinks from the text. 

How to use this handbook 

This is a “resource” book to be dipped into for guidance on specific topics as 
and when needed. However, all members of the Cluster Coordination Team 
(CCT) and staff of FS partner organizations participating in cluster meetings 
and activities should be aware of the topics covered and familiar with chapters 
1, 2 and 3 and the related annexes, especially annex B.  

The cluster coordinator and any cluster information management staff, and any 
cluster partners’ staff with information management responsibilities or 
expertise and who wish to support the coordination team in establishing and 
maintaining an efficient information management service for the cluster, 
should refer to chapter 4 (managing FSC information). 

Everyone involved in assessment and monitoring of the food security situation 
or in planning and monitoring the implementation of humanitarian food 
security activities, should refer to chapters 5, 6 and 7 (assessment & analysis, 

planning & appeals, and response quality issues). 

Different bullets indicate different types of information or guidance: 

� = principles; what needs to be kept in mind 

� = action points; what needs to be done 

� = what to avoid 

- = sub-points 

� = reference documents (will be available on the CD-COM) 

� = websites where further guidance is available 
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Acronyms and abbreviations 

CAP consolidated appeal process 

CC Cluster Coordinator 

CCT Cluster Coordination Team 

CERF Central Emergency Response Fund 

CFSVA comprehensive food security and vulnerability analysis (WFP) 

CHAP common humanitarian action plan 

CLA Cluster Lead Agency 

COD common operational dataset 

DRM disaster risk management  

EFSA emergency food security assessment (WFP) 

ER early recovery 

FAO Food and Agriculture Organization of the United Nations 

FS food security 

FSC Food Security Cluster 

FSM food security monitoring 

FTS Financial Tracking Service (of OCHA) 

gFSC Global Food Security Cluster 

GST Global Food Security Cluster Support Team 

HC Humanitarian Coordinator 

HCSS Humanitarian Coordination Support Section (in OCHA Geneva) 

HCT Humanitarian Country Team 

HIC Humanitarian information centre (managed by OCHA) 

IASC Inter-Agency Standing Committee  

ICCG Inter-Cluster Coordination Group  

ICRC International Committee of the Red Cross 

IDP(s) internally displaced person(s) 

IFRC International Federation of Red Cross and Red Crescent Societies 

IM information management 

IOM Inter-governmental Organization for Migration 

INGO international non-governmental organization 

IPC integrated phase classification 

IRA initial rapid assessment 
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LAT Livelihoods Assessment Toolkit (FAO) 

LEGS Livestock Emergency Guidelines and Standards 

M&E monitoring and evaluation 

MIRA multi-cluster initial rapid assessment 

NAF needs analysis framework 

NGO non-governmental organization 

OCHA (UN) Office for the Coordination of Humanitarian Affairs 

OPS Online Project System (of OCHA) 

PCNA post-conflict needs assessment 

PDNA post-disaster needs assessment 

POLR provider of last resort (a function of a CLA) 

RTE real-time evaluation 

SOP standard operating procedure 

ToR terms of reference 

UNDAC UN Disaster Assessment and Coordination (team) 

UNDP United Nations Development Programme 

UNHCR (Office of the) United Nations High Commissioner for Refugees 

UNICEF United Nations Children’s Fund 

UNRC United Nations Resident Coordinator 

WASH water, sanitation and hygiene (cluster) 

WFP World Food Programme 

WHO World Health Organization 

3W Who’s doing What, Where 

4W Who’s doing What, Where, When (since when, until when) 
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COUNTRY FS COORDINATION OVERVIEW 

FUNCTIONS, ACTIVITIES, RESPONSIBILITIES 

 

 

 

0.1   Cluster deliverables ...........................................................  

0.2   Core functions of, and responsibilities within an FSC ....................  

0.3   Indicative schedule of FSC actions in response to a crisis ...............  

 

 

The “in-a-nutshell” notes below provide a synthetic overview of the role and 
functions of a country-level food security cluster (FSC), or FS sector coordination 
group, with indications of where to look within the Handbook for further details 
on particular aspects. 

Information about the overall cluster approach and related support structures and 
functions at the global level is provided in chapters 1 and 2. 

 

 

The vision of the Food Security Cluster 

The specific food security needs of individuals and communities affected by, or at 
risk of being affected by, humanitarian crises (whether sudden-onset or 

protracted) will be met. Coordinated preparedness, response and recovery action 
at community, national and global levels result in saved lives, improved 

livelihoods and increased resilience of communities 
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0.1   Cluster deliverables 

 

The diagram above shows the key outputs – “deliverables” – that a county-
level food security cluster (FSC) is required to produce. The process is cyclical 
– iterative – being undertaken during each of phase of assessment and response. 
Outputs are very rough during the early stages, more detailed and accurate later.  

The deliverables are: 

Good information 
management  

Effective coordination 
mechanism 

Monitoring & evaluating 
cluster performance 

“Support & Monitoring” 

“Planning & 

Appeals” 
“Assessment-

Analysis” 

What’s changed 
Problems (needs) 
Causes 
Forecast 
People’s priorities 
Risks 
Gaps in response 
Resources 
Opportunities 
Constraints 

STRATEGIC PLAN 
���� 

JOINT APPEALS 

COORDINATED ACTION 
���� 

 JOINT MONITORING 
REPORTS & REVIEWS 

Priorities 
Objectives 
Strategies & 
standards 

Synergies other 
sectors 

Responsibilities 
(who, what, 
where, when) 

Contingency plans 

Action to avoid response gaps 
Joint advocacy 
Pooled resource allocations 
Progress in implementing plan  
Outcomes to date 
Experience shared / lessons 
Evolution of situation & needs 
 

HCT inter-sectoral 
Situation Analysis, 

Prioritization & cross-
cutting concerns 

 

Accountability to 
affected 

populations & 
other 

stakeholders 
 

SITUATION ANALYSIS 
���� 

RESPONSE ANALYSIS 

Individual 
organizations’ 
action plans, 

projects, appeals 
& 

implementation 
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1. An FSC situation analysis and a linked response analysis prepared and agreed 
jointly with as broad a range of partners as possible.  

These analyses are the outputs of an assessment process that, ideally, 
would be coordinated among partners. Even if it is not possible during the 
early stages to achieve well-coordinated data collection, the analysis of the 
available data should be done jointly to produce agreed FSC situation and 
response analyses. These sectoral analyses feed into the preparation (by the 
Humanitarian Country Team, HCT) of an overall, inter-sectoral situation 
analysis and decisions on overall, inter-sectoral priorities and priority 
cross-cutting concerns as well as the FSC strategic plan. 

2. An FSC strategic plan and linked FS inputs to inter-sectoral joint appeals 
prepared and agreed jointly with as broad a range of partners as possible.  

The strategic plan agreed among FSC partners defines how, collectively, 
they will attempt to assure an appropriate overall FS response that 
addresses the priority FS needs of the affected population/s in a timely 
manner complementing national efforts, minimizing gaps and duplications, 
and making efficient use of available resources. It is based on the FSC 
situation and response analyses, adapted to the established inter-sectoral 
priorities, and takes account of the priority cross-cutting concerns. The 
plan serves as a basis for programme/ project planning by individual 
partners and the preparation of FS inputs to joint appeals – Flash and 
Consolidated Appeals – as well as the appeals of individual organizations 
and allocations from their own resources.

1
 Joint contingency plans are 

developed to deal with foreseeable potential new crises.  

3. Coordinated action among FSC partners and regular joint monitoring and 
reviews to ensure effective implementation of the strategic plan and its 
revision when necessary. 

Partners plan and implement their FS project/programme activities in the 
context of the overall FSC strategic plan to achieve the agreed objectives 
of that plan through coordinated action, avoiding gaps. This includes direct 
FS interventions and relevant communications and capacity-building 
activities. Available pooled funds are allocated to help fill any remaining 
priority gaps in the overall FS response. Progress in implementing the 
strategic plan is monitored as are the outcomes of interventions and the 

                                                      

1 In principle, a joint appeal presents a condensed version of the FSC strategic plan together with 
relevant project proposals. In some cases, however, the Flash Appeal document constitutes the initial 
strategic plan  
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evolution of the situation, and regular monitoring reports issued. Joint 
strategic reviews are organized at intervals and the plan is adjusted – 
updated – as and when needed.  

The whole process is facilitated by the establishment and maintenance of an 
effective coordination mechanism, good information management, and the 
joint monitoring and evaluation of cluster performance. Throughout, attention 
is given to ensuring accountability to affected populations and other 
stakeholders.  

The “core cluster deliverables cycle” is repeated in the diagram below that also 
shows the relationship with the project planning and implementation 
responsibilities of individual food security actors (cluster partners). A diagram 
in section 2.3 shows more detail of that inter-relationship. 

  

Assessment, analysis, planning and monitoring by the Cluster 
adapted from IPC Technical Manual (2008) and A Response Analysis Framework, FAO (2010) 

Assessment & Analysis  Planning & Implementation 

Situation analysis � Response analysis � Response planning � Response 
implement
-ation 

Current & 
forecast 
situation 

Priority 
problems & 
risks  

Objectives & 
response 
options 

Response 
strategies 

 Strategic plan Project plans  

� 
 

 Monitoring & evaluation 

Ongoing situation 
monitoring 

Monitoring 
strategic plan 
implementation 

Cluster/ sector 
lessons & 
evaluations 

M & E 
individual 
projects 

 

 
 

 

 

 

Elements for which the cluster has a 
particular role and responsibilities 

 

 

Elements for which individual 
organizations are responsible 
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0.2   Core Functions of, and Responsibilities within, an FSC 

The table on the following pages lists the main functions of a country-level 
cluster as defined by the IASC in March 2012 and suggests corresponding 
responsibilities within an FSC. This table may be used – discussed and adapted 
– within the FSC (or other food-security coordination group) to get agreement 
on specific functions and responsibilities in the particular country context.  

The following notes relate to the row and column headings:  

Rows/  

Functions 
 

Functions 1 to 6 are those defined as “cluster functions” in the IASC Coordination 
Reference Modules in Annex B although the order of presentation is that of an 
earlier version. 

Column 1/ 

(Cluster)* Lead 
Agency/ies  

The (Cluster) Lead Agency Representative (CLA Rep.) is responsible for 
assuring that all these functions are satisfactorily fulfilled.  

Certain functions may be delegated to the CLA Emergency Programme Officer 
(EPO) or other CLA staff, as indicated, but those marked [CLA Rep.] should be 
fulfilled by the CLA Representative personally or be delegated to the CC. 

Column  2/ 

(Cluster)* 
Coordination 
Team  

The Cluster Coordination Team (CCT) comprises the Cluster Coordinator and, 
where needed and resources permit, an Information Manager or equivalent. 

Once the cluster approach is activated and a country CLA designated, the CLA 
country representative and country office are responsible for fulfilling CC 
functions to the maximum extent possible pending the designation and arrival of 
an assigned CC and any other coordination team members.  

Once the CCT is in place, tasks will be shared within the Team in line with the 
competences and capacities of the Team members but final responsibility rests 
with the CC. 

Column  3/ 

(Cluster)* 
Partners 

Cluster partners would normally be represented in Cluster meetings by their 
country directors or emergency FS programme managers. The CLA would 
normally be represented by its emergency programme officer (EPO). 

Throughout the table: FS = food security; FSC = food security cluster. 

* For simplicity, reference is made to “Cluster” lead agencies, coordination teams and partners but the 
guidance is equally valid for “sector” structures where the cluster system and vocabulary have not 
been formally adopted. 
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(Cluster) Lead Agency/ies  (Cluster) Coordination Team  (Cluster) Partners 

1. Support service delivery 

• Provide a platform to ensure that service delivery is driven by the agreed strategic priorities 

• Develop mechanisms to eliminate duplication of service delivery 

Appoint a dedicated CC and assure the support 
services necessary for the effective functioning 
of the cluster. [CLA rep]  

Use the CLA’s existing working relations with 
national authorities and with national and 
international organizations, civil society and non-
State actors that are active in the sector to 
facilitate their participation in the Cluster and 
relationships with the CC, as needed. [CLA 
rep/EPO]  

Ensure that sectoral coordination mechanisms 
are adapted over time to reflect the evolution of 
the crisis being responded to, the capacities of 
local actors and the engagement of development 
partners. [CLA rep]  

Ensure that FSC meetings take place regularly 
and that the CC participates fully in inter-cluster 
coordination mechanisms. [CLA rep]. 

In collaboration with the HC, maintain 
appropriate links and dialogue with other 
national and local authorities, State institutions, 
local civil society and other relevant actors (e.g. 
local, national and international military forces, 
peacekeeping forces and non-State actors) 
whose activities affect humanitarian space and 
related programmes. [CLA rep]. 

In case of cluster co-leadership, establish a 
clear, formal agreement on the sharing of CLA 
responsibilities and accountability systems. [CLA 
rep]. 

Ensure that each CLA also participates as a 
cluster partner alongside other partners. Ensure 
partners understand the separate roles and 
responsibilities of the CC and the EPO. [CLA 
rep]. 

Actively encourage all Partners and other 
stakeholders including donors to commit 
themselves to, and work within the framework of, 
the agreed FSC strategic plan. [CLA rep] 

Take initiatives, when necessary, to encourage 
individual Partners or donors to act to cover 
gaps, reduce duplications, or assure adherence 
to commonly-agreed standards. [CLA rep] 

N.B. Cluster lead agencies are accountable for 
their responsibilities within the cluster as much 
as those within their respective agencies and 
ensuring appropriate and adequate resources 
are allocated for the effective functioning of the 
cluster and its response. 

Identify and known and potential key FS 
stakeholders among national authorities, 
national and international organizations and 
encourage them to participate in the cluster. 

Guided by the CLA Rep. and the HC, maintain 
appropriate links and dialogue with other 
national and local authorities, civil society and 
other relevant actors (e.g. local, national and 
international military forces, peacekeeping 
forces and non-State actors) whose activities 
affect humanitarian space and related 
programmes. 

Review existing coordination mechanisms 
strategies with relevant stakeholders are 
identified and analysed for gaps.  

Work with partners to review possible new 
and/or improved coordination strategies with 
specific allied functions including the possible 
need for the establishment of sub-national 
coordination mechanisms. 

Hold regular coordination meetings with 
country cluster partners, building when 
possible on existing sector coordination fora. 

Update content on Food Security Cluster 
country operations webpage when in 
existence. Represent the Cluster in inter-
cluster coordination mechanisms at 
country/field level, contribute to jointly 
identifying critical issues that require multi-
sectoral responses, and plan the relevant 
synergistic interventions with the other clusters 
concerned. 

Ensure that information on achievements 
against the above “core functions” is 
disseminated on a regular basis to all 
stakeholders, including affected populations. 

Participate actively in FSC 
meetings and activities at 
national and local levels. 

Coordinate with local 
authorities and local health 
actors in the areas where 
working. 

Share information on the 
situation and own 
organization’s activities. 

Encourage local FS actors to 
participate in relevant sub-
national coordination 
mechanisms, where such 
exist. 

Propose ways by which the 
FSC can be more effective in 
providing humanitarian FS 
support in the field. 

Consult with the CC/CLA 
concerning own relations with 
key stakeholders in the field.  
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2. Inform and support strategic decision-making of the HC/HCT for the humanitarian response 

• Needs assessment and gap analysis (across other sectors and within the sector) 

• Analysis  to identify and address (emerging) gaps, obstacles, duplications 

• Prioritization, grounded in response analysis 

Make CLA technical expertise and other 
resources available for cluster and inter-
sectoral assessments, as required. [CLA 
rep] 

Participate actively in the analysis of 
available information on the food security 
(FS) situation, risks, resources, 
responses and gaps, and the ongoing 
monitoring of these key aspects. [EPO] 

Participate actively in FSC gap analysis, 
priority setting and the development of a 
crisis response strategy and FSC action 
plan. [EPO] 

Represent the FS sector in HCT 
discussions of inter-sectoral priorities. 
[CLA rep] 

Work within the HCT to help ensure 
appropriate understanding and 
prioritization of FS concerns and 
appropriate inter-sectoral/ inter-cluster 
action, when required. [CLA rep] 

Convey and explain HCT decisions on 
overall priorities, strategies and cross-
cutting issues to FSC Partners. [CLA rep] 

Assess and monitor the food security (FS) situation 
and all humanitarian FS responses in the crisis areas 
by: 

- working with FSC Partners and other clusters 
to adapt to the local context the Multi-Cluster 
Initial Rapid Assessment (MIRA) in order to 
guide initial inter-sectoral prioritization and 
initial planning of humanitarian FS 
interventions, identify needs for follow-up FS 
assessments, and inform initial funding 
decisions; 

- working with FSC Partners to facilitate and 
coordinate complementary FS assessment 
and situation monitoring activities including in-
depth sub-sector assessments as needed to 
inform overall FS problem and response 
analyses;  

- ensuring efficient use and pooling of available 
assessment and monitoring resources 
(human, financial & material) where possible 
among Partners; 

- compiling and keeping up-to-date data on 
Who is doing What Where and When (4W). 

Lead FSC Partners in joint, gender-sensitive situation 
analyses and response analyses, including the 
identification of gaps in FS sector response, 
duplications, obstacles and inter-sectoral linkages, 
and in prioritizing FS needs and responses. 

Join other cluster coordinators and the OCHA team 
leader in preparing inter-sectoral recommendations 
for consideration by the HCT. 

Mobilize FSC Partners to contribute regular reports 
on the FS services and assistance delivered to the 
affected population, disaggregated by age and sex, 
and on the evolution of the FS situation in the areas 
where they work. 

Keep the CLA Rep informed on all the above. 

Participate in joint 
assessments and analyses, 
including gap analyses, 
making staff, and other 
resources available as 
required and possible.  

Coordinate own assessment 
activities with inter-cluster and 
other organizations’ 
assessments, as much as 
possible, and share findings 
with the CCT and other FSC 
Partners. 

Provide regular monitoring 
and activity reports as agreed 
within the FSC. 

Participate in joint gap 
analysis and priority setting. 

 3. Planning and strategy development 

• Develop cluster plans in line with the HC/HCT strategic priorities, adapting as required 

• Application and adherence to existing standards and guidelines  

• Clarify funding requirements, prioritization, and cluster contributions to HC’s overall humanitarian funding considerations (Flash 
appeal, CAP, ERF/CHF, CERF,)  
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Ensure that FS humanitarian responses 
build on local capacities and that the 
needs, contributions and capacities of 
vulnerable groups are addressed by the 
age and sex of those most severely 
affected. [CLA rep] 

Ensure that the FSC strategic plan: 

- takes appropriate account of 
national policies and strategies 
and lessons learned; 

- takes account of HCT-prioritized 
cross-cutting concerns; and 

- incorporates appropriate exit or 
transition strategies. [CLA rep] 

Ensure that opportunities to promote 
recovery and appropriate re-building of 
FS support systems are identified and 
exploited from the earliest possible 
moment, and that risk reduction 
measures are incorporated into FSC 
strategies and plans. [CLA rep] 

Ensure that all Cluster partners are 
aware of relevant national policy 
guidelines and technical standards, and 
internationally-recognized best practices. 
Where national standards are not in line 
with international standards and best 
practices, negotiate the adoption of the 
latter in the crisis areas. [CLA rep] 

Provide leadership and strategic direction 
to the Cluster in developing the FS 
components of FLASH Appeal, CHAP, 
CAP and CERF applications and other 
interagency planning and funding 
documents. [CLA rep] 

Ensure that FS elements proposed for 
inclusion in those documents are 
appropriately prioritized and in line with 
HCT-agreed priorities. [CLA rep] 

 

Lead FSC Partners in developing an FSC strategic 
plan based on and in the context of: 

- assessment evidence and the above 
analyses; 

- the overall, inter-sectoral strategic priorities 
(and priority cross-cutting concerns) defined 
by the HCT; 

- national policies and strategies and lessons 
learned; and 

- inputs from affected populations, Partners and 
government. 

Ensure that the FSC strategic plan: 

- addresses critical gaps in FS response; 

- promotes recovery and appropriate re-building 
of FS support systems from the earliest 
possible moment; 

- is coordinated/agreed with relevant 
government entities, to the extent possible; 
and 

- incorporates risk reduction measures and 
appropriate exit, or transition, strategies. 

Work with FSC Partners to ensure coordinated, 
gender-sensitive monitoring, and periodic re-
assessments when needed.  

Work with FSC Partners and the CLA Rep to prepare 
FS sector inputs to the Flash Appeal, CAP, CERF 
applications and other inter-agency planning and 
funding documents in line with HCT-agreed priorities, 
with gender equality programming being a minimum 
requirement for inclusion of projects. 

Lead mid-year CAP reviews (MYRs) and prepare 
end-of-year reports ensuring input from partners and 
government entities concerned.  

Ensure appropriate links among humanitarian actions 
and longer-term sector plans in any protracted crisis 
or sector recovery context, 

Work with FSC Partners, and relevant government 
entities when and where possible, to get agreement 
on, and ensure awareness of, relevant standards. 

Promote adherence to agreed standards and best 
practices by all FSC Partners.  

Participate in the development 
of the FSC priorities and 
strategic plan ensuring that 
humanitarian responses build 
on local capacities and that 
the needs, contributions and 
capacities of vulnerable 
groups are addressed.  

Ensure that own 
organization’s project activities 
contribute to the agreed 
strategic plan priorities and 
take appropriate account of 
priority cross-cutting issues 
especially gender equality 
programming. Plan/adapt own 
activities to contribute to filling 
identified gaps.  

Ensure that own 
organization’s project activities 
promote recovery from the 
earliest possible moment, and 
contribute to risk reduction, 
where possible. 

Adhere to agreed standards 
and protocols and promote 
their adoption in the delivering 
of services whenever possible. 

 

4. Advocacy  

• Identify advocacy concerns to contribute to HC and HCT messaging and action 

• Undertaking advocacy activities on behalf of cluster participants and the affected population 

Advocate for donors to fund priority 
activities of all FSC partners. [CLA rep] 

Represent the interests of the FS sector 
in discussions with the HC and other 
stakeholders on priorities, resource 
mobilization and advocacy, including 
measures to actively involve the affected 
populations. [CLA rep] 

 Provide information regularly to donors, the news-
media and, where consensus points are agreed with 
cluster partners, represent the Cluster in press 
conferences, interviews, etc.  

Advocate for donors to fund priority activities of all 
Cluster partners.  

 

Contribute to overall FSC 
efforts to advocate for 
appropriate attention to the 
specific needs of affected 
populations.(and humanitarian 
principles in general). 
Advocate for donors to fund 
priority activities of all FSC 
partners. Present own 



HUMANITARIAN COORDINATION AND CLUSTERS 

18   Food Security Cluster Coordination Handbook (Draft #3: June 2012) 

activities in the context of the 
overall sector effort whenever 
possible and appropriate. 
Emphasize the importance of 
– and own commitment to – 
coordination and collaboration. 

5. Monitoring implementation 

• Monitoring and reporting the implementation of the cluster strategy and results 

Follow closely overall progress in 
implementing the FSC strategic plan and 
intervene when necessary to resolve 
problems. [CLA rep] 

Provide own headquarters, the HC and 
HCT with regular updates on progress 
including successes and challenges 
faced in implementing the strategy. [CLA 
rep] 

Ensure that similar updates are provided 
to donors and other stakeholders. [CLA 
rep] 

Work with FSC partners individually and collectively: 

- to ensure understanding of the relevance and 
importance of the agreed FSC strategic plan 
and gain commitment to its implementation; 

- to clarify roles and responsibilities in 
implementing that plan, when needed;  

- to identify possibilities for Partners to cover 
any current or anticipated gaps, reduce 
duplications or improve standards in the 
delivery of services and assistance. 

Continuously monitor the implementation and 
outcomes of activities undertaken in the framework of 
the FSC strategic plan including their timeliness, the 
standards of services and assistance delivered, and 
gender equality considerations.  

Prepare regular monitoring reports identifying 
successes, challenges faced, and highlighting any 
gaps or redundancies/duplications in the collective 
effort and any departures from agreed standards, 

Organize and facilitate progress review meetings 
(CAP MYRs and others) and lesson-learning 
exercises to: 

- review monitoring reports and any recent 
assessment or evaluation reports; 

- identify the underlying causes of continuing 
problems including gaps; 

- agree on actions to be taken. 

Ensure the consequent revision of FSC priorities and 
strategies when needed. 

Take initiatives to secure the involvement of and 
contributions from affected populations in the joint 
monitoring with Partners of individual projects and the 
overall, collective strategic plan. 

Produce regular FSC sitreps and Bulletins 
incorporating all this and other information related to 
the FS sector. 

Arrange prompt and appropriate distribution and 
sharing of sitreps, Bulletins and monitoring reports 
with all stakeholders – including affected populations, 
local authorities and donors. 

Prepare operational overviews, briefings and 
snapshots on the FS sector and FSC strategy for 
donors, the HCT, HC and other stakeholders as 
required. 

Contribute to collective action 
to reduce gaps and 
duplications and ensure 
adherence to agreed 
standards to the extent 
possible. 

Participate in defining and 
agreeing on monitoring 
information and reports that 
FSC partners should provide 
to the CCT. 

Provide the agreed 
information and reports in a 
timely manner.  

Participate in periodic joint 
review and lessons-learning 
exercises. 

Provide feed back to the CCT 
on the contents of FSC reports 
and the use made of them. 
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6. Contingency Planning 

Participate actively in cluster/inter-agency 
contingency planning and preparedness 
for new events or set-backs. [EPO] 

Lead joint FSC contingency planning for potential 
new events or set-backs, when required, ensuring: 

- FS sector contingency plans define clear roles 
and responsibilities among FSC partners and 
relevant government entities; 

- all potentially-serious contingencies are 
considered and responses including resource 
requirements mapped out. 

Participate with other partners 
in joint contingency planning 
for possible future events/set-
backs in the areas where 
operating. 

7. Training and capacity building 

Promote training of staff and capacity 
building among FSC Partners, and efforts 
to strengthen the capacities of national 
authorities and civil society to assure 
appropriate, sustainable responses to FS 
needs. [CLA rep/EPO] 

Identify and prioritize the training needs of different 
FS stakeholders in relation to assessment, 
monitoring, response planning, and the delivery of 
key FS services and assistance.  

Disseminate key, selected technical guidance 
materials. 

Work with FSC Partners to coordinate training 
initiatives including in-service training activities. 

Organize short training workshops for particular FS 
stakeholders on topics relevant to the local context 
including attention to priority cross-cutting issues and 
adherence to standards. 

Ensure that own staff are 
adequately trained for the 
activities undertaken.  

Identify own training needs, 
make these known, and 
assign staff to attend trainings 
as and when opportunities are 
made available. 

Collaborate in organizing 
training for staff of local actors 
and other partners, making 
trainers and other resources 
available when possible 

8. Provider of Last Resort (POLR) 

Act as the provider of last resort (subject 
to access, security and availability of 
funding) to meet agreed priority needs. 
Inform the HC and CLA’s own 
headquarters of resource needs and 
work with them to secure the necessary 
resources. 

Inform the CLA Representative of priority gaps that 
cannot be covered by any cluster partner and require 
CLA action as provider of last resort. 

Work with cluster partners to try and avoid 
duplication, and work towards widest coverage and 
response to identified priorities/gaps 

Call attention to the need for 
activation of the POLR 
function, when needed. 

The humanitarian FS coordination mechanism should strengthen pre-existing 
sectoral coordination with elements of predictability and accountability, have 
effective links with other clusters as required for operational planning; and 
adapt over time to reflect requirements, capacities, and participation. It must 
assure the efficient use of available resources and capacities to maximize 
coverage and quality of assistance in line with accepted standards. Assuring 
accountability to affected populations – is also a shared responsibility as 
suggested below: 
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(Cluster) Lead Agency/ies  (Cluster) Coordination Team  (Cluster) Partners 

Accountability to the affected population through effective consultative and feedback mechanisms 

Demonstrate commitment to accountability to 
affected populations by ensuring feedback 
and accountability mechanisms are 
integrated into country strategies, 
programme proposals, monitoring and 
evaluations, recruitment, staff inductions, 
trainings and performance management, 
partnership agreements, and highlighted in 
reporting. 

 

Provide accessible and timely information to 
affected populations on organizational 
procedures, structures and processes that 
affect them to ensure that they can make 
informed decisions and choices, and 
facilitate a dialogue between an organisation 
and its affected populations over information 
provision. 

Monitor and evaluate the goals and 
objectives of programmes with the 
involvement of affected populations, feeding 
learning back into the organisation on an 
ongoing basis and reporting on the results of 
the process to all stakeholders. 

Enable affected populations to play an 
active role in the decision-making 
processes that affect them through the 
establishment of clear guidelines and 
practices to engage them appropriately 
and ensure that the most marginalised 
and affected are represented and have 
influence. 

Actively seek the views of affected 
populations to improve policy and 
practice in programming, ensuring that 
feedback and complaints mechanisms 
are streamlined, appropriate and 
robust enough to deal with 
(communicate, receive, process, 
respond to and learn from) complaints 
about breaches in policy and 
stakeholder dissatisfaction 
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0.3   Indicative Schedule of FSC Actions in Response to a Crisis 

Activity 
Pre-

crisis 

Weeks (indicative) => Months (indicative) => 

1 2 3 4 2 3 4 5 6 7 8 ... 

                

Contingency planning  !               

                

Cluster activation                

                

Coordination & Info mgt.    :            

                

FS actor mapping (4W)                

                

Initial rapid assessment   
    Multi-sector/multi-cluster IRA (when feasible) 

    Complementary FS data collection & analysis 

P
h

a
s
e

 1
: 

3
 d

a
y
 

Analysis outputs 
   FSC preliminary scenario  

   �    HCT inter-sectoral  preliminary scenario & priorities 

Planning 
(response & 
appeals ) 

   �   Initial FS responses, coordinated  

      �   FSC proposals for Flash Appeal & CERF 

         �   HCT Flash Appeal & initial CERF allocations 

P
h

a
s
e

 2
: 

1
5

 d
a

y
s
 

Analysis outputs 

     FSC situation analysis & planning scenario 
     �   FSC response analysis 

     �   HCT up-dated inter-sectoral priorities 

Planning 
(response & 
appeals ) 

        �   Refined initial FS responses 

        �   FSC up-dated Flash Appeal proposals 
           �   HCT up-dated strategy & Flash Appeal 

                

Monitoring the situation 
and response outcomes 

               

                

Detailed FS sub-sector 
assessments 

               

P
h

a
s
e

 3
: 

Analysis outputs 
       

Refined FSC situation & response 
analyses and planning scenarios 

       
�   HCT Common Humanitarian Action 

Plan, prioritized 

Planning 
(response & 
appeals ) 

          �   Refined FS responses 

          �   FSC CAP proposals 

             �   HCT CAP 

                

Progress reviews                

                

Cluster de-activation               ? 

Crisis! 
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FSC actions in response to a crisis [explanatory notes linked to previous page] 

Activity What’s involved / to be produced See 

   

Contingency 
planning  

Assembling pre-crisis data and lessons from previous crises. Planning for conducting 
assessments and managing information in the event of a crisis. Ideally, an inter-sectoral 
process within other Clusters/sector groups. 

6.5 

   

Cluster 
activation 

Rapid initial contacts and meetings; agreeing responsibilities; assigning staff & resources 
for cluster functions, etc. 

3.1 

   

Coordination & 
Info manag’t 

Facilitation of regular meetings; organizing information sharing; maintaining contact 
directory; agreeing common standards; coordinating response activities, advocacy, etc. 

3.4 
to 
3.8 

   

FS actor 
mapping (4W) 

Keeping up-to-date information on Who’s doing What, Where and When to identify – and 
avoid – gaps and duplications in the humanitarian FS response. 

4.7 

   

Initial rapid 
assessment 
(IRA) 

  � 

Initial planning 
(responses & 
appeals) 

A 2-step process to rapidly identify and prioritize the principal FS problems, needs and risks 
in an inter-sectoral context.  

1) Initial enquiries (0-3 days) to develop a preliminary FS scenario feeding into the HCT’s 
inter-sectoral scenario and priority decisions and informing initial FS response actions and 
initial appeals (including OCHA Flash Appeal). 

2) Initial field assessment (<15 days) to develop an initial FS situation analysis (including 
gap analysis) and a response analysis informing the updating of the HCT inter-sectoral 
scenario, initial FS response actions and initial appeals (including OCHA Flash Appeal). 

Ideally, a multi-cluster IRA (MIRA) complemented if arrangements had already been 
defined as part of an existing contingency plan, with the coordinated collection of additional 
FS data as needed for FS decision-making. 

Alternatively, harmonized assessments by difference organizations with joint situation and 
response analyses and joint strategic planning. 

5.2 

 

 

6.2, 
6.3 

   

Monitoring the 
situation and 
response 
outcomes 

Systematic joint, or harmonized, monitoring of: (i) selected, agreed indicators of the FS 
situation of different population sub-groups; and (ii) the coverage and standards of provision 
of FS services and assistance in different areas and to different population sub-groups. 

Leading to up-dating of the situation analysis and adjustment of response priorities and 
strategies, when needed. 

5.6 

   

Detailed FS 
assessments & 
planning 

Specific sub-sector assessments or surveys focusing on key problem areas identified by the 
IRA or monitoring data. Some may be undertaken in the context of inter-agency PDNA or 
PCNA FS sector assessments. Detailed response plans including recovery when possible. 

5.3 

   

Progress 
reviews 

Periodic joint reviews of progress against the agreed FSC strategic plan – including the 
CAP mid-year review (MYR) – leading to up-dating of the situation analysis and adjustment 
of response priorities and strategies, when needed. 

 

   

Cluster de-
activation 

Decision that the cluster should “stand down” and leave coordination to the normal FS 
sector coordination mechanisms (but remains dormant – on stand-by for a new crisis). 
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1.1 The Cluster Approach 

 

What is it? 

The cluster approach is a mechanism introduced by the Inter-Agency Standing 
Committee (IASC) 2  in 2006 to ensure effective and efficient international 
response to large-scale natural disasters and complex humanitarian 
emergencies that require multi-sectoral responses. It involves sectoral 
groupings – called ‘clusters’ – of humanitarian agencies and organizations (UN 
and non-UN) led and coordinated by designated Cluster Lead Agencies 
(CLAs) at two levels: the country level and the global level.  

The designation of CLAs with clearly-defined responsibilities and accountabilities – 
including the responsibility to identify gaps in humanitarian response in their 
sector and take action to fill them – is the principal difference between the 

“cluster approach” and other sector coordination mechanisms. 

The cluster approach is applied in new major humanitarian crises and has been 
introduced progressively in ongoing situations where a humanitarian 
coordinator (HC) has been designated. 

3
 

� http://oneresponse.info/COORDINATION/CLUSTERAPPROACH/Pages/Cluster%20Approac
h.aspx  for an overview of the global application of the cluster approach 

 

Why the cluster approach? – Aims  

An independent review commissioned by the UN Emergency Relief 
Coordinator (ERC) in 2005 found significant gaps in humanitarian response – 
gaps in geographic coverage and in the types and levels of assistance and 
service provided. The Cluster Approach was adopted by the IASC the same 
year to increase predictability and accountability in all the main sectors of 
international humanitarian response and ensure that gaps in response do not go 
unaddressed. The specific objectives are summarized in the box below. 

                                                      

2 The IASC includes: OCHA, UNICEF, UNHCR, WFP, UNDP, UNFPA, FAO and WHO. Standing invitees are ICRC, 
IFRC, IOM, ICVA (International Council of Voluntary Agencies), Inter-Action, SCHR (Steering Committee for 
Humanitarian Response), RSGIDP (the Representative of the Secretary-General on Internally Displaced Persons), 
UNHCHR and the World Bank. 

3 UNHCR remains responsible for leading and coordinating international assistance in favour of refugees but 
UNHCR and clusters need to work together in humanitarian crises involving both refugee and non-refugee 
populations – see section 2.3. 
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Specific objectives of the cluster approach 

� Ensure that sufficient global capacity to respond to emergencies is built up and maintained in 
all the main sectors or areas of activity. 

� Ensure predictable leadership. Global cluster leads and CLA(s) at country-level are 
responsible for organising the response to emergencies in their cluster/sector or area of activity, 
in collaboration with cluster partners and in accordance with agreed standards and guidelines.  

� Work in partnership towards agreed common humanitarian objectives, both at the global level 
(preparedness, standards, tools, stockpiles, and capacity-building) and at the country level 
(assessment, planning, response, monitoring, and evaluation).  

� Strengthen accountability. Lead agencies are accountable: 

� at the global level, for building up a more predictable and effective response capacity in line with 
IASC agreements, 

� at country level, for fulfilling agreed roles and responsibilities for cluster leadership in addition to 
their normal institutional responsibilities.  

� The cluster approach also strengthens accountability to beneficiaries through commitments to 
participatory and community-based approaches, improved collaborative needs assessments and 
prioritisation, and better monitoring and evaluation. 

� Improve strategic coordination and prioritisation by placing responsibility for leadership and 
coordination with the competent operational agency.  

[IASC Guidance Note on Using the Cluster Approach to Strengthen Humanitarian Response, November 2006] 

The cluster approach was one of the three pillars of Humanitarian Reform the 
other two being the strengthening the Humanitarian Coordinator (HC) system – 
including the formation of Humanitarian Country Teams (HCTs) – at country 
level, and strengthening humanitarian financing. Annex C provides basic 
information on humanitarian reform and related initiatives including Good 

Humanitarian Donorship and the Global Humanitarian Partnership. 

 

Strengthening the cluster approach – the Transformative Agenda  

The IASC Principals reviewed humanitarian response efforts in several major 
disasters in 2010 and 2011 and pinpointed a number of shortcomings. They 
agreed to a set of actions referred to as the IASC Transformative Agenda. This 
Agenda is aimed at simplifying processes and mechanisms, improving inter-
agency communication and collaboration, and building confidence in the 
system as a whole, from the immediate response to longer-term planning. The 
ultimate objective is to increase accountability to beneficiaries by ensuring that 
the humanitarian response delivers life-saving assistance to those in need as the 
result of effective and timely decision-making and planning. This 
“transformative agenda” involves three “pillars” as summarized in the box 
below: 



HUMANITARIAN COORDINATION AND CLUSTERS 

26   Food Security Cluster Coordination Handbook (Draft #3: June 2012) 

IASC Principals Transformative Actions 2011-2012 

Pillar 1: Leadership 

� Every new major emergency response is reviewed to ensure it has the required leadership. 

� Where gaps in senior, experienced humanitarian leadership are identified, these will be 
addressed quickly. 

� The Humanitarian Coordinator (HC) is equipped to lead a country-level humanitarian response, 
with the full and active support of the Humanitarian Country Team. 

� The pools of available, experienced and competent HCs, cluster coordinators and other 
emergency managers and advisers are expanded, and IASC organisations have flexible human 
resource arrangements that allow for their rapid deployment. 

Pillar 2: Coordination 

� Pre-trained cluster coordinators are deployed to ensure that clusters are operational immediately 
after a new emergency. 

� Clusters stay focused on their core task of ensuring the best possible results from cluster 
members’ collective resources. The clusters analyze and fill gaps, and employ the most effective 
strategies to achieve results. 

� Clusters hand over coordination activities to national counterparts as soon as possible. 

� Populations affected by emergencies influence international humanitarian actors’ planning 
(especially front-line operational partners) and can influence the implementation of programmes 
of assistance and protection. Feedback and complaints from affected populations are heard and 
acted upon. 

Pillar 3: Strategic Systems 

� All humanitarian response managers in international humanitarian organizations understand and 
are held accountable for their part in creating the most effective collective response to an 
emergency. 

� Humanitarian needs are quickly assessed to provide a combined, agreed and accurate analysis. 
Information is collected regularly, and reports are issued on the outputs and outcomes of 
international humanitarian action. Updates are made available to national authorities and donors. 

� Pooled-funding instruments are backed by well-articulated sector or cluster strategies that 
maximize the benefits from the resources available to humanitarian organizations. 

� IASC organizations develop and implement ways to hold each other mutually accountable for 
their effective performance in preparedness, planning and coordinated action, consistent with 
humanitarian and partnership principles. 

� http://humanitarianinfo.org/iasc/pageloader.aspx?page=content-template-
default&bd=87 for more detail including the work plan 
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1.2 Principles that underpin the Cluster Approach  

 

Three sets of principles underlie the Cluster approach and are expected to be 
adhered to by all Clusters and Cluster partners: Humanitarian principles; 
Principles of partnership; Accountability to affected populations.4 

 

Humanitarian principles 5 

Adherence to these principles reflects a measure of accountability of the 
humanitarian community. 

� Humanity: Human suffering must be addressed wherever it is found, with 
particular attention to the most vulnerable in the population, such as 
children, women and the elderly. The dignity and rights of all victims must 
be respected and protected. 

� Neutrality: Humanitarian assistance must be provided without engaging in 
hostilities or taking sides in controversies of a political, religious or 
ideological nature. 

� Impartiality: Humanitarian assistance must be provided without 
discriminating as to ethnic origin, gender, nationality, political opinions, 
race or religion. Relief of the suffering must be guided solely by needs and 
priority must be given to the most urgent cases of distress. 

� Independence: Humanitarian action must be autonomous from political, 
economic, military or other objectives that any actor may hold regarding 
areas where humanitarian action is being implemented. 

 

Principles of partnership 

The humanitarian principles are complemented by the principles of partnership 
as defined in A Statement of Commitment, Global Humanitarian Platform, July 
2007 [http://www.icva.ch/ghp.html] 

                                                      

4 Individual organizations have their own mission statements and guiding principles that may go beyond those 
listed here, e.g. the 7 fundamental principles of the International Red Cross and Red Crescent Movement. The 
principles presented in this section have been adopted by the IASC and represent a “minimum set” that all cluster 
partners are expected to adhere to. 

5 UN General Assembly Resolution 46/182 (1991) specifies that humanitarian assistance must be provided in 
accordance with the principles of humanity, neutrality and impartiality. Resolution 58/114 (2004) added the principle 
of independence. 
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� Equality: Equality requires mutual respect among members of the 
partnership irrespective of size and power. The partners must respect each 
other's mandates, obligations and independence and recognize each other's 
constraints and commitments. Mutual respect must not preclude 
organizations from engaging in constructive dissent.  

� Transparency: Transparency is achieved through dialogue (on equal 
footing), with an emphasis on early consultations and early sharing of 
information. Communications and transparency, including financial 
transparency, increase the level of trust among organizations.  

� Result-oriented approach: Effective humanitarian action must be reality-
based and action-oriented. This requires result-oriented coordination based 
on effective capabilities and concrete operational capacities.  

� Responsibility: Humanitarian organizations have an ethical obligation to 
each other to accomplish their tasks responsibly, with integrity and in a 
relevant and appropriate way. They must make sure they commit to 
activities only when they have the means, competencies, skills, and 
capacity to deliver on their commitments. Decisive and robust prevention 
of abuses committed by humanitarians must also be a constant effort.  

� Complementarity: The diversity of the humanitarian community is an asset 
if we build on our comparative advantages and complement each other’s 
contributions. Local capacity is one of the main assets to enhance and on 
which to build. Whenever possible, humanitarian organizations should 
strive to make it an integral part in emergency response. Language and 
cultural barriers must be overcome.   

 

Commitments on Accountability to Affected Populations (CAAP) 

In 2011, the IASC Principals agreed that all IASC organizations should 
commit themselves to the following: 

� Leadership/governance: Demonstrate commitment to accountability to 
affected populations by ensuring that feedback and accountability 
mechanisms are integrated into country strategies, programme proposals, 
monitoring and evaluations, recruitment, staff inductions, trainings, 
performance management and partnership agreements, and are highlighted 
in reporting. 

� Transparency: Provide accessible and timely information to affected 
populations on organizational procedures, structures and processes that 
affect them to ensure that they can make informed decisions and choices, 
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and facilitate a dialogue between an organisation and its affected 
populations over information provision. 

� Feed-back and complaints: Actively seek the views of affected populations 
to improve policy and practice in programming, ensuring that feedback 
and complaints mechanisms are streamlined, appropriate and robust 
enough to deal with (communicate, receive, process, respond to and learn 
from) complaints about breaches in policy and stakeholder dissatisfaction. 

� Participation: Enable affected populations to play an active role in the 
decision-making processes that affect them through the establishment of 
clear guidelines and practices to engage them appropriately and ensure that 
the most marginalised and affected are represented and have influence. 

� Design, monitoring and evaluation: Design, monitor and evaluate the goals 
and objectives of programmes with the involvement of affected 
populations, feeding learning back into the organisation on an on-going 
basis and reporting on the results of the process. 

 

In addition to the above over-arching principles, the cluster approach also 
espouses the following operational principles 

� Supporting and building national capacities 

� Mainstreaming cross-cutting concerns 

� Promoting early recovery and facilitating “transition” 

These are explained in chapter 7, Programme Quality Issues. 

 



1.3   Overall Humanitarian Architecture 6 

 

The current overall humanitarian coordination architecture is illustrated in the 
diagram below:  

 

Key elements include: 

- The Emergency Relief Coordinator (ERC), in New York, has three 
primary tasks: humanitarian policy development and coordination; 
advocacy of humanitarian issues and provision of guidance and direction 
to RCs and HCs; and coordination of international humanitarian response. 

- The Inter-Agency Standing Committee (IASC), chaired by the ERC, is an 
inter-agency forum at the global level for coordination, policy 

                                                      

6 Adapted from the Handbook for RCs and HCs on Emergency Preparedness and Response, IASC 2010 
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development and decision-making involving the key UN and non-UN 
humanitarian partners.

 7
 

- The Humanitarian Coordinator (HC), at country level, is a senior 
humanitarian official appointed by the ERC, in consultation with the IASC, 
with responsibility for the overall coordination and effectiveness of the 
international humanitarian response in support of and in coordination with 
national and local authorities whenever possible. In some cases the UN 
Resident Coordinator (RC) is designated as HC but for most major 
humanitarian crises a separate position is created and an individual 
assigned from the global HC roster. The specific responsibilities are 
summarized in Annex C, section C2. 

- The Humanitarian Country Team (HCT), chaired by the HC, is a forum for 
strategy and policy setting, and operational decision-making for 
emergency preparedness, response and transition to recovery. It is 
composed of operationally relevant humanitarian organizations that 
commit to participating in coordination arrangements. The HCT typically 
includes relevant UN agencies, IOM, national and international NGOs and, 
subject to their individual mandates, components of the International Red 
Cross and Red Crescent Movement.

8
 The head of the OCHA office 

participates in the HCT and OCHA provides secretariat support to the team. 
The Government, relevant civil society organizations and donors may be 
invited to participate in meetings.

 
 

� For more information on the composition and responsibilities of HCTs, 
see: IASC Guidelines for Humanitarian Country Teams, Nov. 2009 

- Cluster lead agencies (CLAs) and Clusters at global and country levels. A 
cluster lead agency is an agency/organization designated – by the IASC at 
global level or by the HC at country level – to lead and coordinate 
international humanitarian response within a particular sector or area of 
activity. A CLA commits to ensure adequate response and high standards 
of predictability, accountability and partnership, and to serve as provider 
of last resort.  

� The generic terms of reference of CLAs are in Annex D. 

                                                      

7 The IASC includes: OCHA, UNICEF, UNHCR, WFP, UNDP, UNFPA, FAO and WHO. Standing invitees are ICRC, 
IFRC, IOM, ICVA (International Council of Voluntary Agencies), Inter-Action, SCHR (Steering Committee for 
Humanitarian Response), RSGIDP (the Representative of the Secretary-General on Internally Displaced Persons), 
UNHCHR and the World Bank. 

8 Among the components of the International Red Cross and Red Crescent Movement, the ICRC attends HCT 
meetings as an observer.  
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The Office for the Coordination of Humanitarian Affairs (OCHA), supports the 
ERC at the global level and HCs/RCs at the field level in coordinating 
humanitarian action, advocating for the rights of people in need and developing 
humanitarian policy and analysis, and by managing humanitarian information 
systems and humanitarian pooled funds. The Humanitarian Coordination 
Support Section (HCSS) in OCHA Geneva supports HCs and IASC partners in 
implementing the approach and monitors progress. In some cases OCHA 
establishes a Humanitarian Support Unit (HSU) in country. 

Summary overviews of the roles and functioning of global and country-level 
clusters are provided in sections 1.4 and 1.5. 

 



THE FOOD SECURITY CLUSTER– Chapter 2 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  33 

1.4   Clusters at the Global Level 

 

Global clusters  

The boxes below list the global clusters and their lead agencies as of March 
2012, the global leads for cross-cutting issues, and the global focal points for 
areas of responsibility within the global Protection Cluster. 

Each global cluster is made up of members of IASC and other humanitarian 
actors – including NGOs, the International Red Cross & Red Crescent 
Movement, UN agencies, consortia, institutions and donors – that have an 
interest and expertise in the sector. 

Global Cluster Leads 

Sector Global Cluster Leads 

Camp Coordination / Camp Management (CCCM) 

IDPs from conflict 

Natural disasters 

 

UNHCR 

IOM 

Early Recovery UNDP 

Education 
UNICEF & Save the Children 
Alliance 

Emergency Shelter 

IDPs from conflict 

Natural disasters 

 

UNHCR 

IFRC (convener) 

Emergency Telecommunications WFP 

Food Security FAO & WFP 

Health WHO 

Logistics WFP 

Nutrition UNICEF 

Protection UNHCR 

WASH (water, sanitation & hygiene) UNICEF 

 

Cross-Cutting Issue Leads 

Cross-cutting issues Cross-Cutting Issue Lead 

Environment UNEP 

Gender 
UNFPA / UNICEF  
(co-chairs of the IASC sub-working group on gender) 

HIV and AIDS UNAIDS (IASC task force on HIV and AIDS) 

Age HelpAge International  
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Protection Cluster – global level areas of responsibility 

Area of responsibility Focal point agency 

Child protection UNICEF 

Gender-based violence UNFPA & UNICEF 

Housing, land & property UN-Habitat 

Mine action UNMAS 

Rule of law and justice UNDP & OHCHR 

 

Responsibilities of global cluster lead agencies 

Designated global cluster leads are responsible for ensuring better 
predictability, system-wide preparedness, and coordinated inter-agency 
response in their particular areas of activity. More specifically, they are 
responsible for establishing and maintaining broad partnership bases within 
their respective clusters that collaboratively engage in three main areas

9
: 

Standards and policy-setting 

� consolidation and dissemination of standards; where necessary, 
development of standards and policies; identification of ‘best 
practice’. 

Building response capacity 

� training and system development at the local, national, regional and 
international levels; 

� establishing and maintaining surge capacity and standby rosters; 

� establishing and maintaining material stockpiles. 

Operational support to country clusters 

� assessment of needs for human, financial and institutional capacity; 

� emergency preparedness and long term planning; 

� securing access to appropriate technical expertise; 

� advocacy and resource mobilization; 

� pooling resources and ensuring complementarity of efforts through 
enhanced partnerships. 

                                                      

9 Guidance Note On Using The Cluster Approach To Strengthen Humanitarian Response, IASC, 2006 
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Global CLAs are accountable to the ERC for their performance in this role. 
Global cluster leads meet with each other, their donors, and the IASC Task 
Team on the Cluster Approach, on a regular basis through annual meetings to 
determine progress, successes and challenges in implementation of the cluster 
approach.  

 

Core cluster-wide activities at the global level 

Cluster-wide activities include the development of policies and guidance, 
capacity-building, and reviews and evaluations.  

Policies and operational guidance for international humanitarian action in 
general and the development and implementation of the cluster approach in 
particular are decided and approved by the IASC Principals. The IASC 
Principals are the heads of the IASC agencies who meet twice a year under the 
chairmanship of the ERC. They are supported by: 

- the IASC Working Group composed of the directors of the emergency 
programmes of the IASC agencies or their equivalent counterparts; and 

- a range of subsidiary bodies including standing sub-working groups and 
reference groups, and temporary task forces. 

Thematic humanitarian policy guidance is developed in response to issues 
raised through the IASC subsidiary bodies, working groups and membership. 
As of March 2012, there are sub-working groups on the Consolidated Appeal 
Process, the Cluster Approach, Gender and Humanitarian Action, 
Humanitarian Financing, Leadership & Humanitarian Coordination, and 
Preparedness; there are task forces on Humanitarian Space & Civil-Military 
Relations, Needs Assessment, and Protection from Sexual Exploitation & 
Abuse; and reference groups on Meeting Humanitarian Challenges in Urban 
Areas, and Mental Health & Psycho-Social Support in Emergency Settings. 

Capacity building is promoted through generic training courses developed by 
OCHA alongside cluster-specific capacity-building efforts.  

Reviews and evaluations have included evaluations of the cluster approach in 
2007 and 2010 that contributed to the development of additional operational 
guidance and greater attention to, and investment in, areas of weakness such as 
humanitarian coordination, information management, and early recovery. For 
the 2010 synthesis report, see:  

� http://www.humanitarianinfo.org/iasc/pageloader.aspx?page=content-products-
common&tempid=99 
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This formal process has been complemented by a range of inter-agency, 
cluster-specific and country-specific reviews, and the NGOs and the 

Humanitarian Reform Project study in 2009.  

 

Additional Resources - on the accompanying CD  

� IASC (2006), Guidance Note on Using the Cluster Approach to Strengthen 
Humanitarian Response (in English, French, Arabic, Spanish) 

� IASC (2007), Operational Guidelines on Designating Sector / Cluster Leads in 
On-going Emergencies  

� IASC (2007), Operational Guidelines on Designating Sector / Cluster Leads in 
Major New Emergencies 

� IASC – What is the IASC? 

� IASC (2009) Guidance for Humanitarian Country Teams 

� NGOs and the Humanitarian Reform Project (2009), Review of the 
engagement of NGOs with the humanitarian reform project, synthesis of 
executive summary -  http://www.icva.ch/doc00003933.pdf   

See also: 

� http://oneresponse.info/Coordination/ClusterApproach/Pages/Cluster%20Approach.as
px 

� http://www.oneresponse.info - Site with extensive information of the humanitarian 
reform agenda and individual clusters. 

� http://www.humanitarianinfo.org/iasc/content/default.asp - Main site for information 
about the IASC. 

� http://www.un.org/issues/m-humani.html - Site providing background information on 
the UN system and its role in humanitarian relief. 

� http://ochaonline.un.org/Coordination/tabid/1085/Default.aspx - Website for 
UNOCHA as the coordinator of humanitarian assistance. 
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1.5   Humanitarian Coordination at Country Level 10 

 

“Each State has the responsibility first and foremost to take care of the victims of 
natural disasters and other emergencies occurring on its territory. Hence, the 
affected State has the primary role in the initiation, organization, coordination, 

and implementation of humanitarian assistance within its territory.”  
(UN General Assembly Resolution 46/182) 

 

Existing sector groups, or clusters…? 

The cluster approach is intended to strengthen, not replace, any existing 
sectoral coordination mechanisms. However, it may be necessary to establish 
clusters separately where existing mechanisms are unable to ensure a 
coordinated response among all important humanitarian actors, the 
identification and filling of any gaps in that response, and accountability to the 
affected population/s.  

The HC/RC and HCT are responsible for ensuring that the coordination 
mechanisms adopted are aligned with those of the government as much as 
possible, and assure liaison with the government entity responsible for overall 
coordination of humanitarian response. 

� Where there is a functioning government that is able and willing to help 
lead and contribute to the humanitarian response in favour of all affected 
population groups, close coordination and collaboration with government 
efforts and building national capacities are essential elements of the cluster 
approach. In such cases, effective coordination and accountability should 
be assured wherever possible through existing coordination mechanisms, 
strengthened as necessary. 

� Where the HC/RC and HCT determine that separate cluster mechanisms 
are needed for particular sectors, the clusters should serve as bridges 
between national (and sub-national level) authorities and the international 
and NGO humanitarian assistance organizations working in those sectors, 
providing the HC and the government with a single point of contact with 
relevant organizations in each sector. 

                                                      

10 Adapted from Handbook for RCs and HCs… (2010), Health Cluster Guide (2009), FAO Cluster Coordination 
Guidance (2010) 
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� Relevant national and local authorities should be actively involved in 
cluster coordination activities and decision-making whenever they are able 
and willing to help lead and contribute to the humanitarian response in 
favour of all affected groups. They may opt to do this through a co-
chairing arrangement between the CLA(s) and the main line ministry or 
government department counterpart.  

Food Security Cluster in a typical humanitarian coordination structure at country level 
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In all cases, the mechanism adopted should enable participating organizations 
to work together in partnership to harmonize efforts and use available 

resources efficiently within the framework of agreed objectives, priorities and 
strategies, for the benefit of the affected population(s). This includes ensuring 
an appropriate division of labour among humanitarian organizations within 
each sector and avoiding gaps in the international humanitarian response.  

� Operational Guidance for Cluster Lead Agencies on Working with National 
Authorities, IASC, January 2011 

 

Which sectors/clusters? What leadership? 

Where existing coordination mechanisms are used but require strengthening, 
the HC and HCT may designate: 

- a lead agency or co-lead agencies for each priority sector.  

Where clusters are found to be required, the HC (or RC) in consultation with 
HCT members proposes: 

- a set of clusters appropriate to the particular country and situation taking 
account of the local situation and government structures.

11
; and 

- a cluster lead agency (CLA) or co-lead agencies for each cluster. 

 (Cluster) lead agencies are selected taking account of the in-country 
coordination capacities and operational presence of the agencies working in the 
sector concerned. They need not be the same as those of the global clusters 
although aligning CLAs at country level with those at the global level may 
enhance predictability. 

Normally, but not always, the HC/RC also consults with relevant national 
authorities. Arrangements are approved by the ERC and the IASC Principals.

12
  

Role and responsibilities of lead agencies 

CLAs at country level are responsible for appointing a cluster coordinator, and any other support 
staff as required, for effective functioning of the cluster and serve as the first point of call for the 
Government and the HC (or RC) and as provider of last resort for the sector.   

For a large-scale operation, the CLA also designates out-posted staff as area (sub-national-level) 

                                                      

11 The clusters may or may not correspond to those at the global level [see 1.4]. The HCT also decides whether to 
use the term ‘clusters’ or another terminology such as ‘sector groups’, ‘working groups’ or ‘task forces’. For 
coherence, standard terminology should be used for all the key sectors or areas of humanitarian activity in each 
country.  

12 The IASC “Principals” are the heads of IASC member agencies.  
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cluster coordinators in each operational area or designates area focal point agencies in areas 
where the CLA itself is not present or not adequately represented. 

The Country Representative of a designated CLA leads the cluster and maintains dual reporting 
lines: (i) to his/her agency on agency responsibilities, and (ii) to the HC on cluster responsibilities. 
S/he is accountable to the HC/RC for fulfilling the generic TOR reproduced in Annex D and 
ensuring a well-coordinated and effective cluster response. In HCT meetings, s/he represents the 
views of the cluster in addition to those of her/his own agency.  

� Terms of Reference for Sector/Cluster Leads at the Country Level, 2006 in Annex D. 

� What being “provider of last resort” involves, Annex E. 

� A Joint letter from Cluster Lead Agencies to their Directors/Representatives at Country Level 
reinforces the responsibilities and accountabilities for CLAs and cluster staff, including 
Coordinators at country level. 

A key responsibility of a CLA is to appoint a Cluster Coordinator (CC) to 
facilitate the work of the cluster/sector group and ensure coordination with 
other clusters/sector groups, as needed. The standard TOR are in Annex F. The 
role is one of facilitation as indicated in the box below. It requires skills in 
human relations, planning and management, a broad understanding of the 
sector (food security), knowledge of the country, and experience in previous 
emergencies including the planning and monitoring of inter-agency responses. 

A Cluster Coordinator is expected to: 

� Enable cluster partners to be more effective by working together, in coalition, than they could 
individually, and to maximize the benefit for the target population of the Cluster partners’ 
individual inputs and efforts. 

� Provide leadership to and work on behalf of the Cluster as a whole, facilitating all Cluster 
activities and maintaining a strategic vision. 

� Ensure that needs, risks, capacities and opportunities are assessed and understood as best 
possible at all stages of the humanitarian response, and that information is shared. 

� Generate the widest possible consensus on priorities and a cluster/sector crisis response 
strategy that addresses the priority needs and risks in the sector, incorporates appropriate 
strategies, and promotes appropriate standards. 

� Work with Cluster members collectively and individually to identify gaps in response and try to 
ensure that available resources are directed to addressing priority problems and that 
assistance and services are provided equitably and impartially to different areas population 
groups on the basis of need. 

� Advocate and mobilize resources for the Cluster as a whole, including to fill gaps. 

� Ensure the effective integration of cross-cutting issues into the cluster’s activities and 
strategies. 

� Ensure coordination with other clusters in all activities relevant to the sector. 
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The CC is accountable to the CLA/s, cluster members/partners and, like all 
other actors, to the affected population. 

The Cluster Coordinator (CC) should act as a neutral representative of the 
cluster and, ideally, have no agency responsibilities. S/he is not directly 
accountable to the HC, but reports to the Country Representative of the CLA. 
However, the Coordinator may sometimes be asked to provide reports directly 
to the HC/RC through inter-cluster coordination meetings, and the HC may 
contact CCs directly on operational issues. 

Wherever possible, the CC should be dedicated full-time to the cluster function 
and not have any management responsibility for the CLA’s own programme 
activities. 

 

Sub-national level clusters, where needed 

Where a large area is affected and several humanitarian hubs are established 
for operational planning and management within different geographic areas, 
sub-national clusters may be established at those locations with focal point 

agencies designated by the country-level CLA(s).  

Clusters at sub-national level include organizations providing relevant 
humanitarian or early recovery assistance and services in the area concerned, 
local government, and other relevant stakeholders present in the area (e.g. 
donors). Where sub-national-level clusters are established: 

- the national-level cluster normally focuses on policy issues and strategic 
planning; while 

- sub-national-level clusters focus on local planning and implementation. 
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2.1 The Global Food Security Cluster (gFSC) 

 

Origins and Aims 

The FSC is a means to an end – that of effective, well-coordinated humanitarian 
food security action. It is not an end in itself. 

When the Cluster Approach was introduced in 2006 (see 1.1), global clusters 
were created in nine critical areas. Food/food security was not included 
because it was considered at that time that “food” interventions were already 
adequately coordinated by WFP. Subsequently it was decided to create a 
cluster for agriculture led by FAO but the Phase-1 IASC Cluster Approach 

Evaluation in 2007 proposed that “WFP should consider establishing a food 
cluster at the global level, possibly with FAO as co-lead as an alternative to the 
agriculture cluster”. Then, in 2010, the Phase-2 IASC Cluster Approach 
Evaluation recommended… 

…the creation of a co-led global food security cluster, “integrating food aid, 
agricultural issues and other livelihood interventions and addressing related 

institutional and policy issues at the political level”. 

In the meantime, the need for a cluster addressing food-security-related issues 
had been recognized by a number of country teams and a variety of country-
level clusters had been established including clusters for “food security”, 
“livelihoods”, “agriculture”, “food” and various combinations (e.g. “food 
security and livelihoods”). These were variously led by WFP and FAO 
separately, together, or in partnership with another organization. 

Following extensive consultations by FAO and WFP with NGOs, the Red 
Cross and Red Crescent Movement, and other global cluster leads and partners, 
the IASC Principals unanimously endorsed a joint FAO-WFP proposal to 
establish a global Food Security Cluster (gFSC) in December 2010. A gFSC 
Cluster Coordinator was appointed and a Support Team established in April 
2011.  

As of June 2012, the gFSC comprises 26 NGOs, ICRC, IFRC and 5 UN 
agencies including the joint CLAs (FAO and WFP).

13
 It meets twice a year and 

by teleconference in between. There are working groups on advocacy, inter-
cluster issues, needs assessment, and urban livelihoods. 

                                                      

13 For the list of current members, see http://foodsecuritycluster.net/partners 
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Advantages of a “Food Security” Cluster  

In several countries, HCTs and other stakeholders have faced competing concerns: (i) that food aid 
issues would dominate to the detriment of agriculture and livelihood concerns in the case of a joint 
cluster; (ii) that a holistic approach to food security (and livelihoods) is an over-riding priority. This 
dilemma has been resolved in different ways in different countries with the benefits of a combined, 
food security cluster predominating in most cases in recent years. For example: 

- When the cluster system was activated in Pakistan following the floods in 2010, a Food Aid 
Cluster was set up rapidly in Sindh Province and an Agriculture Cluster a few weeks later. 
Subsequently, in an effort to strengthen to response to early recovery needs and in response 
to NGO requests, food aid and agriculture issues were merged into a government-led Food 
Security Working Group. 

- In Darfur (Sudan) a combined Food Security and Livelihood Cluster included food assistance 
with a massive pipeline and a very small "other" group that focussed primarily on support to 
agricultural livelihoods. When the Humanitarian Coordinator proposed splitting the cluster into 
separate food and agricultural clusters in order to give more space and autonomy to 
agriculture, cluster partners voted by >85% to "keep it a single Cluster". They believed it was 
important to keep a mechanism to develop an overall food-security approach integrating all 
aspects of food security response and linking short-, medium- and long-term strategies. 

- In Somalia, keeping the two clusters separate was for a long time seen by a number of 
stakeholders as a good option because of the scale of food assistance and also because 
there is a very effective food security and nutrition analysis unit (FSNAU) that acts as a 
catalyst for inter-cluster strategic coordination, but there too the two clusters were finally 
combined in 2011. 

 

Role of the gFSC 

The vision of the Food Security Cluster  

The specific food security needs of individuals and communities affected by, or at 
risk of being affected by, humanitarian crises (whether sudden-onset or 

protracted) will be met.  

Coordinated preparedness, response and recovery action at community, national 
and global levels results in saved lives, improved livelihoods and increased 

resilience of communities 

The gFSC’s terms of reference are centred on of strengthening humanitarian 
response through effective coordination mechanisms. Therefore, the gFSC 
supports efficient food-security-related country-level clusters and other 
coordination systems in providing predictable, accountable and demand-driven 
services that meet the specific needs of vulnerable women, girls, boys and men.  

The gFSC aims to strengthen the impact of national and sub-national life- and 
livelihood-saving food security responses in crisis situations and to mainstream 
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early recovery approaches from the outset, enhancing coordinated national 
capacity to:   

1. deliver predictable and accountable coordination and leadership on food 
security responses; 

2. integrate early recovery activities consistently into approaches to food 
security responses; 

3. strengthen existing national/local humanitarian management and 
coordination systems, (including state institutions, local civil society and 
other relevant stakeholders ) and ensure that humanitarian responses build 
on local capacities through the active participation of women and men 
from the affected population groups  and enable appropriate coordination 
and information exchange; and 

4. optimize inter-cluster collaboration and partnerships with Governments, 
UN agencies, NGOs, the International Red Cross and Red Crescent 
Movement, donors and other stakeholders for a more holistic response. 

To that end, the gFSC is establishing a broad partnership base that engages in 5 
core areas of activity (“pillars”): 

� Surge Support for new crises or peaks in chronic emergencies, particularly 
in areas of coordination support and information management. Rosters are 
developed and maintained and support teams deployed upon request by the 
Country teams when Food Security Clusters are activated. 

� Information Management at national and global levels: the GST develops 
and maintains an efficient and effective communications through e-mails, 
teleconferences and meetings. Communication is geared towards regular 
information sharing, work-plan development and implementation, 
decision-making, soliciting inputs and feedback on cluster activities, 
soliciting inputs and feedback on activities initiated by other clusters and 
others of a general nature, and promoting debate and information exchange.   

� Development of Tools and Guidance: identifying best practices and 
incorporating them into standard operating procedure and guidelines, and 
reviewing existing guidance material and tools relevant to humanitarian 
food security interventions and prioritising gaps. The GST then identifies 
partners that have interest and appropriate resources available to take 
forward the process of filling the prioritised gaps. 

� Capacity Development: the GST focuses on capacity development of cluster 
coordinators and information managers as key elements of an improved 
cluster system at national and sub-national level. At the same time, there is 
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a rolling programme of training and awareness-raising for in-country 
partners and stakeholders of the cluster system. 

� Advocacy: the GST develops and promotes cluster-wide and, where 
appropriate, inter-cluster advocacy strategies including, for example, 
public statements, campaigns and donor messaging stressing the 
importance of saving lives and restoring livelihoods of affected 
populations in humanitarian crisis situations. 

It is the responsibility of the global CLAs (FAO and WFP) to ensure that this 
service is provided either by themselves or by drawing on the capacity within 
the global cluster membership and relevant surge capacity mechanisms. 

 

gFSC Support Team 

The gFSC Support Team (GST) is the main mechanism through which the 
global lead agencies deliver on their IASC-defined responsibilities. The Team, 
led by the gFSC Coordinator, is housed at WFP Headquarters in Rome and 
staffed by a small team of dedicated individuals seconded from FAO, WFP, the 
Red Cross and Red Crescent Movement, NGOs and the Gender Stand-by 
Capacity (GenCap) project. 

The GST provides support to country-level FSCs in relation to standards and 
policy-setting, building response capacity, and operational support in the 5 core 
gFSC areas listed above.  

At the same time, it works on behalf of the gFSC partners and observers to:  

1. Ensure progress is made on implementing gFSC activities under the 
recognized priority areas, in accordance with the annual work plan agreed 
by gFSC partners. 

2. Support the work of the gFSC in alignment with the accepted Principles of 
Partnership approach; and supporting the broader food security community, 
rather than promoting the interests of specific cluster partners. 

3. Foster synergies with other IASC Global Clusters with specific emphasis 
on mainstreaming IASC cross-cutting issues.  

4. Ensure broad participation by gFSC partners and observers in the GST and 
Cluster activities, including surge support. 

5. Strive for and maintain the multi-institutional nature of the GST reflecting 
the multi-faceted nature of food security, and the range of responses. 
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6. Facilitate communications among gFSC stakeholders, including: (i) the 
coordination and management of annual or semi-annual meetings with 
gFSC partners and observers to jointly review progress and determine the 
principle elements of the annual work plan; and (ii) engagement with 
current and potentially interested donors.  
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2.2 Role and Functioning of a Country-Level FSC 

 

 The terms of reference and composition of a country-level FSC are defined at 
country level, by the HCT and the FSC partners themselves, according to the 
needs of the particular situation. In general, however, cluster partners should 
work together to: (i) assemble and analyse information on the situation; (ii) 
agree on the priority problems and risks, objectives, an overall response 
strategy, standards for assistance, and who will do what where (avoiding 
duplication and gaps as much as possible); and (iii) monitor overall progress. 

Within that overall framework, individual organizations draw up their own 
plans of action and design, implement, monitor and evaluate their own projects. 

The diagram on the next page, adapted from the Health Cluster Guide, shows 
this relationship between the cluster analysis and strategic planning activities 
and the project planning and implementation activities of individual 
organizations/ Cluster partners. 

 

What is expected of cluster partners?   

The “minimum commitments” proposed by the IASC for cluster participation 
are shown in Annex B-4. Overview 0.2 at the front of this Handbook suggests 
responsibilities within an FSC including for partners. In general, it is expected 
that cluster partners will: 

� subscribe to the overall aims of the cluster approach; 

� be proactive in exchanging information, highlighting needs and gaps, and 
reporting progress, participating in lessons-learning processes, and 
building local capacities; 

� share responsibility for Cluster activities including assessing needs, 
developing plans and guidelines, communicating information and agreed 
messages, mobilizing resources and organizing joint training; and  

� respect and adhere to agreed principles, policies and standards, and 
implement activities in line with agreed priorities and objectives. 

Individual organizations determine the level of their participation. The cluster 
approach does not require that humanitarian actors be held accountable to the 
CC or CLA. Individual organizations can only be held accountable to the CLA 
when they have made formal commitments (e.g. signed an agreement). 



Relationship between Cluster Activities and those of Individual Partners 
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There are three main groups of activities in the above diagram: (i) assessment, 
analysis and situation monitoring: (ii) planning and appeals; (iii) monitoring 
(and reporting on) implementation. Guidance on these activities is provided in 
chapters 5 to 7.  

Chapters 3 and 4 provide guidance on the more general coordination and 
information management functions that constitute the foundation for all those 
activities. 

 

How is a country-level FSC organized?  

IASC general guidance relating to cluster management arrangements is 
reproduced in Annex B-3. Precise working arrangements will always be made 
according to the number of cluster partners and locally-proven good practice.  

Where the number of food-security actors and stakeholders is large, meetings 
of all potential cluster partners can be unwieldy for decision-making. It is then 
advisable to establish separate arrangements for information-sharing 
(involving all cluster partners) and for substantive discussion of issues and 

decision-making (using smaller working groups including representatives of all 
the main actor/stakeholder groups). 

In all cases, a food-security Cluster Coordinator (CC) will be appointed by the 
cluster lead agency/ies. In many cases an Information Management Officer 
(IMO) is also assigned. Where there is joint co-leadership of the cluster, as is 
the case for most FSCs, the CC reports, in principle, to both (or all) CLAs. But 
the CC and IMO will necessarily have stronger ties to the agency that recruited 
and pays them and is responsible for their formal performance evaluation. A 
clear, understanding between the country representatives of both/all CLAs 
concerning leadership and reporting lines is therefore essential, and should be 
in writing (see below). 

Note that, if a CLA does not adequately fulfil its responsibilities, the 
Humanitarian Coordinator (HC) will consult with the organization concerned 
and then with the Humanitarian Country Team (HCT) and, if necessary, 
propose alternative arrangements.

14
 

 

                                                      

14 Handbook for RCs and HCs on emergency preparedness and response, 2010, p 42 
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How is cluster co-leadership managed?  

As Cluster Lead Agencies are accountable to the HC for the performance of the 
cluster, and to be provider of last resort, in the event there are co-leads these 
accountabilities and responsibilities must be made clear. The specific 
responsibilities of each co-lead must be clearly defined and explained to the 
HC, the government, and all Cluster partners. 

It may also be possible to have a “co-chair” arrangement whereby alternate 
meetings are chaired by the different co-chairs, but this should not be 
considered (or described) as “co-leadership”. 

Attention has to be given to ensuring effective and efficient leadership and 
support rather than trying to accommodate individual organizations’ ambitions. 
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2.3 Focus of an FSC; Relations with Other Clusters and UNHCR 

 

Food security and its components  

Food security exists when all people, at all times, have physical and economic 
access to sufficient, safe and nutritious food that meets their needs and food 

preferences for an active and healthy life. 
[World Food Summit Plan of Action, paragraph 1, 1996] 

All definitions of food security include three components: “availability”, 
“access” and “utilization”. FAO and some other sources include a fourth 
concept: “stability”. Although there is universal acceptance of the above 
definition of “food security”, there are various definitions of its components, 
and the corresponding concepts are variously applied at national, community, 
household and individual levels.  

Given that the focus of analysis and planning for humanitarian food security 
interventions is on emergency-affected households’ access to food and those 
households’ use of that food, and that their access is determined in part by the 
availability of food in the affected areas, the definitions in the box below are 
suggested for FSC purposes: 

Food “availability”, “access”, “utilization” and “stability” 
(Suggested definitions for FSC purposes15) 

Food availability is the food [of appropriate quality] that is physically present in the area of concern – 
and expected to become available for use in that area within the period of concern – from domestic 
production and imports (including food aid). 

Food availability may be aggregated at the national, provincial, district or community level. Food 
availability is determined by: 

- production: food produced in the area; 
- stocks: food held by traders, in government reserves [and at farm level] in the area; 
- trade: food brought into (and taken out of) the area through market mechanisms; 
- bulk transfers: food brought into the area by the government and/or aid agencies. 

Food access (of households in specific population groups) is the ability of households to regularly 
acquire adequate amounts of appropriate food for a nutritious diet. 

Means of access my include:  

- own production – of crops, livestock or farmed fish;  
- hunting, fishing or gathering wild foods;  

                                                      

15 Adapted from Emergency Food Security Assessment Handbook, second edition, WFP 2009, taking account of 
FAO definitions 2006 
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- purchases at markets, shops, etc.; 16 
- barter exchange – exchange of items for food;  
- gifts from friends, relatives, community,  
- transfers from government or aid agencies (relief or safety net programmes). 

Food utilization (by households in specific population groups) refers to the use that households make 
of the food to which they have access and individuals’ ability to absorb and metabolize the nutrients – 
the conversion efficiency of the body.  

Food utilization depends on:  

- the ways in which food is stored, processed and prepared (including the water and cooking fuel 
available, and hygiene practices); 

- feeding practices, particularly for individuals with special needs such as young children, the 
elderly, sick people, and pregnant and lactating women; 

- the sharing of food within the household and the extent to which this corresponds to individuals’ 
nutritional needs – growth, pregnancy, lactation, etc.; 

- the health status of each member of the household. 

Stability refers to consistency and reliability in food supplies/availability and access:  households 
should not risk losing access to food as a consequence of sudden shocks or cyclical events. 

N.B. Sufficient food may be available in the country but not in the area of concern if logistic or security 
constraints prevent the movement of supplies into the area from other parts of the country, or if traders 
have no incentive to bring supplies in due to a lack of purchasing power in the area, or if conflicting 
parties purposefully prevent food reaching particular population groups. 

Food may be available but not accessible to certain households if they cannot acquire a sufficient 
quantity of diversity of food through these mechanisms. 

Food may be available and accessible but certain household members may not benefit if they do not 
receive an adequate share of the food items in terms of quantity and diversity, or if their bodies are 
unable to absorb food because of sickness or poor food preparation. 

In humanitarian emergency contexts, the analyses of food availability, access and utilization include 
examining changes, trends and risks related to those components. Stability is not considered 
separately. 

 

Cluster responsibilities 

Food security, nutrition, WASH and health are closely inter-related. Food 
access and utilization are critical determinants of nutritional status. Water 
supply, sanitation and hygiene practices (WASH), and health care, are critical 
determinants of both food utilization and health status which, in turn, 

                                                      

16 Cash for purchases may come from one or more of: sale of crops (food or cash crops); sale of livestock or 
livestock products; paid employment; casual labour; trading; the sale of collected products (e.g. fish, wild foods, 
firewood); sale of artisanal or other non-agricultural household products; cash received from social networks, 
including remittances from abroad, or through government or aid agency cash or voucher transfer programmes. 
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influences nutritional status. Water supplies also influence food production, 
hence availability and access.  

In most countries, as at the global level, there are separate food-security-related 
and nutrition clusters, as well as WASH and health clusters. Close coordination 
is therefore needed among the four clusters, and a pragmatic division of labour 
between the food security and nutrition clusters in particular. The diagram 
below shows how responsibilities overlap: 

Food security components and cluster responsibilities 

 

In general, the Food Security Cluster: 

� takes direct responsibility for food access and availability issues; 

� shares responsibility for food utilization issues with the nutrition cluster; 

� exchanges information and seeks synergies with the WASH and Health 
clusters; and 

� coordinates FS-related early recovery activities with those in other sectors 
through the ER network. 
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The FSC lead agencies and key food-security-cluster partners are often also 
members of the nutrition cluster, and vice-versa, and there is also cross-
membership among the food security, WASH and health clusters. This, and 
close collaboration among the cluster coordinators, facilitates coordinated 
analysis, planning and action among these clusters. In some cases the four 
clusters may come together in an integrated survival strategy, see 4.6. 

 

Specific areas of concern to the FSC 

The areas of concern for FSC analysis and response planning and coordination 
purposes are shown in the “definitions” box above [pp 26-27] – the bullet 
points under availability and access.  

The responses considered typically include: 

� food assistance: food transfers through general food distributions, food for 
work, assets or training, or cash transfers or vouchers;17  

� market assistance or market support;18 

� livelihood interventions: technical support and inputs for the preservation 
and restoration of livelihood assets. 

The appropriateness of the different response options depends on the local 
context and whether the food security problems relate primarily to availability 
or to access. 

 

The FSC and UNHCR in refugee situations 

UNHCR is responsible for leading coordinating international assistance for 
refugees (whether in camps or dispersed in the local community) and shares 
responsibility with WFP for assessing and responding to refugees’ needs for 
food assistance. In a humanitarian crisis involving both refugee and non-
refugee populations, UNHCR will participate in FSC meetings at national and 
area levels, and refugees’ needs for food security assistance will be reflected in 
consolidated appeals under “multi-sectoral response to refugees”. 

                                                      

17 Food assistance can also include food-for-produce exchanges, including livestock de-stocking where needed, 
and food for social service institutions and neighbourhood and home-based care programmes (e.g. for orphanages 
and especially vulnerable children). 

18 Under “market assistance” programmes, selected food commodities may be made available to traders and 
retailers to sell at controlled prices. “Market support” is action to reduce logistic bottlenecks such as through road 
repair or the provision of credit to traders. [WFP Emergency Food Security Assessment Handbook, 2009, p201] 



ESTABLISHING AN EFFECTIVE FS COORDINATION MECHANISM  

56   Food Security Cluster Coordination Handbook (Draft #3: June 2012) 

 

 

 

 

Chapter 3 

ESTABLISHING AN EFFECTIVE FS COORDINATION 

MECHANISM  
 

 

 

3.1   Activation ......................................................................  

3.2   Orientation and initial contacts (first 48 hours) ............................  

3.3   Action plan - first week, first month .......................................  

3.4   Organizing the Cluster; contributing to inter-cluster coordination ....  

3.5   Organizing and facilitating cluster meetings ..............................  

3.6   Engaging key actors ...........................................................  

3.7   Building partnerships; fostering teamwork ................................  

3.8   Monitoring and reviewing progress; learning lessons .....................  

3.9   De-Activating (suspending) the Cluster ....................................  

 

 



ESTABLISHING AN EFFECTIVE FS COORDINATION MECHANISM – Chapter 3 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  57 

3.1   Activation  

 

When a major crisis erupts and creates a need for the coordination of 
international humanitarian food security action, there are two possibilities: 

- if an FS Cluster already exists but is dormant, the CLA country 
representative/s should immediately activate the cluster in agreement with 
the RC/HC and the government entity responsible for food security. 

- if there is no existing Cluster, action should be taken as outlined in this 
section and within the framework of the general IASC Cluster Activation 
guidance reproduced in Annex B-1. 

 

Determining whether an FS cluster is needed 

The country-level representatives of the gFSC lead agencies (FAO and WFP) 
should jointly, and in consultation with the RC/HC and with national 
counterparts and other key food security partners, to the extent possible: 

� Rapidly review existing coordination arrangements for food security action 
and determine whether they are capable of assuring effective coordination 

of, and accountability for, the humanitarian response in line with the 
principles set out in 1.2 on their own or with limited support: 

- if yes: agree on any measures needed to strengthen the existing 
coordination mechanisms; 

- if no:  recommend to the HC/HCT the formation of a Food Security 
Cluster (FSC) and propose leadership arrangements and how the 
cluster would interact with any existing food-security-related  
mechanisms;19  

� Inform the gFSC Coordinator, the FAO Director of Emergency Operations 
and Rehabilitation and the WFP Director of Emergencies; and 

� If cluster leadership is to be shared between two “co-leads”, define the 
specific responsibilities of each (alternatively, agree on a single CLA and a 
“co-chair”).  

General criteria for cluster activation are given in Annex B-1. The box below 
suggests key questions in determining whether an FSC is needed or not  

                                                      

19 In some countries, lead agencies for humanitarian FS response may have already been identified as part of 
emergency preparedness or contingency planning. 
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Is a food security cluster needed or not? 

Key questions to consider include: 

- Are there significant food security problems due to the emergency? 

- Is food security emergency preparedness and humanitarian response already being adequately 
coordinated by a body led by the national government? 

- Does any existing coordination mechanism have capacity to provide an adequate level of 
coordination and information management in preparing for an responding to food insecurity 
resulting from – or likely to result from –the emergency?  

Does it have the capacity, experience and resources to assure effective coordination and 
accountability in the present context? 

Does it represent the interests of all food security stakeholders? 

Are humanitarian principles and the principles of partnership respected? 

Can it cover and adapt to the various stages of humanitarian response and early recovery 
(intensive initial relief then transitioning and phasing out)? 

- If not, can additional requirements be met through supplementary measures rather than by a 
separate structure? 

- Are there advantages to coordinating preparedness and response through the overall 
humanitarian system? (i.e. linkages with other clusters, participation in Flash Appeals or CAPs) 

- Are other sectors responding by incorporating humanitarian coordination solutions into existing 
mechanisms, or have they activated clusters? 

Where a food-security-related working group already exists, efforts should be 
made before a crisis erupts to engage the group in emergency preparedness 
and contingency planning efforts (and more general disaster risk reduction 
measures, as appropriate). This will ensure a more effective response when 
needed and a more effective cluster once activated. Once activated, the cluster 
should link not only with other clusters across the humanitarian system but also 
with existing coordination structures relevant to food security. 

Make it clear to all food security stakeholders from the outset that the cluster 
will function only for the duration of the humanitarian crisis and then stand down, 

handing over to a sustainable coordination mechanism for the sector. 
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3.2 Orientation and Initial Contacts (first 48 hours) 

 

The members of the cluster/sector coordination team (CCT) must be well briefed 
about the background to the situation at the outset to enable them to rapidly 
begin fulfilling the cluster/sector coordination functions.  

This section outlines the briefing that will be needed in particular for a CC or IMO 
newly-arriving from outside the country. 

The country representative(s) of the CLA/s must ensure the necessary briefing 
and also help to arrange initial contacts and meetings.  

The CC must keep the CLA representative(s) informed at all times. Where 
necessary, the CC must also ensure that the CLA representative/s understand the 
cluster approach and the responsibilities of the CLA/s. 

 

Orientation 

The immediate priorities when establishing the cluster will depend on the 
nature and scale of the emergency. Essential information for the pre-arrival 

preparation and self-briefing of an incoming Coordinator (or for in-country 
personnel initiating a Cluster prior to the CC’s arrival) is suggested below: 

Essential information for getting started 

Background (pre-crisis) information Preliminary info on the current situation 

Food security sector profiles: 
� FAO country profiles… 
� WFP CFSVA and FSM reports… 
� World Bank sector profiles… 
� Regional/government/national/sub-national 

food security analyses/reports… 

General country profiles: 
� https://www.cia.gov/library/publications/the-

world-factbook/ 
� http://countryanalysis.eiu.com/ 

� Contingency and emergency preparedness 
plans: 

� Inter-agency contingency plan (if any) 
� National preparedness/contingency plans – 

ask from… 

A good map of the country and affected areas 

Latest reports from OCHA and other clusters 

Web sources: 
� www.reliefweb.org 

� www.oneresponse.net 

� www.acaps.org 

� … 

Local sources: 
� government disaster/emergency 

management office 
� local Red Cross/Red Crescent and other 

organizations already working in the 
affected areas 

� news-media 

A CC being mobilized by the gFSC will, whenever practical, be briefed by the 
gFSC Support Team in Rome before travelling to the country of assignment, as 
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outlined in Annex H. A country specific briefing still needs to be organised by 
CLAs for the newly mobilized CC. 

 

Briefings, contacts and actions in the first 48 hours 

The checklists below outline typical priorities for a newly-assigned 
Coordinator. In a disaster-prone country where there is a high-level of 
preparedness and in-country experience, and an established response system, 
some elements may be taken care of automatically. 

Preliminary actions for a newly-assigned CC 

1. Get a briefing from the CLA country representative(s) and the interim CC and agree 
responsibilities for managing the cluster. 

2. Get a security briefing. Can be arranged in advance. 

3. Obtain office facilities – accommodation, equipment, transport. 

� Clarify the CC role and authority vis-à-vis (in relation to) other CLA staff, and in particular staff 
within the existing country food security programme(s). This can mitigate the risk of 
misunderstanding about the prioritisation, selection, funding, and monitoring and evaluation of 
CLA-managed food security projects. 

� Attend selected management team and staff meetings of the CLA/s, on invitation, to build 
relations with the staff;  

� Facilitate a briefing for CLA staff on the cluster approach, the leadership or co-leadership role 
of the CLA(s), and the role of the Food security Cluster Coordinator; 

Work with the country representatives as allies to ensure proper support for cluster operations. 

The following actions will need to be taken by the CC or, pending his/her 
arrival, by the CLA country representative/s or a staff member designated as 
interim CC: 

48-hour Checklist 

Preliminary actions to get started with a Cluster: 

1. Review current information about the situation, e.g. sitreps, assessments, national 
contingency plans. 

2. Meet OCHA - find out about available secondary data, existing inter-agency coordination 
arrangements, government role, any pooled funding arrangements, and IM/KM systems, e.g. 
contacts, information sources, organizations present in the affected areas (3W). 

3. Locate and talk to government partners (relevant line ministries/departments) and get details 
of existing coordination/decision-making structures, IM systems, capacities, national 
standards relevant to food security, key informants at national and sub-national levels, and 
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information on the current situation and expected evolution.  

4. Meet representatives of key food security partners (UN and NGO) – learn about their 
perspectives and intentions, and their hopes for the Cluster. 

5. Locate existing communication lists for the food security sector and get details of existing 
communication channels and relevant coordination mechanisms. 

6. Attend a general coordination meeting (e.g. an inter-agency coordination meeting chaired by 
the government, the RC/HC or OCHA) – gather information and establish contacts. 

7. Bring together a few key partners to develop a preliminary scenario (see 4.2). 

8. Set up an initial FSC coordination meeting – fix time & venue; prepare agenda and a poster 
for participants to record their contact information, etc.  

9. Find out about, and input to, plans for any initial inter-cluster assessment process – what is 
being organised, by whom, where, what capacity is available, what is needed. 

10. Establish files for an initial FSC data management system (in collaboration with OCHA), e.g. 
contacts, information sources, partners’ capacity information. 

11. Plan week-1 actions and priorities. 

12. Brief CLA representative(s) frequently. 

Much of the first 48 hours will be spent establishing contacts and gathering 
information. To make best use of this time, consider carefully who needs to be 
consulted and what information is needed as a priority. This includes learning 

from the past and thinking ahead, not just focussing on the current situation. 

If cluster leadership is to be shared between two (or more) “co-leads”, ensure 
that the specific responsibilities of each co-leads are clearly defined and 
explained to the HC, the government, and all Cluster partners.  

What the CC might want to learn from initial contacts: 

- What is the current emergency situation and state of the response? Where 
is additional information to be found on the current situation? 

- What pre-crisis information is available? Where is additional pre-crisis 
information to be found?  

- What developments are expected in the situation and the sector response? 

- What role is government taking and who are the principle government 
stakeholders in the food security sector at national and sub-national levels? 

- Who are the other key players in food security response? Where are they? 
What are their capacities? 

- Who are the best sources for relevant, up-to-date information about the 
emergency situation? 

- What food security coordination mechanisms exist at national and sub-
national levels? Who leads them? How effective are they? 
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- Is there an existing government and/or inter-agency emergency 
contingency plan? Is it being used? If not, why not? 

- Are there any existing networks dealing with gender and protection issues, 
and what issues are particularly important in the current situation? 

- Who are the contacts for other relevant clusters, notably Nutrition but also 
WASH, Health, Protection, Logistics and Telecoms? 

Useful personal skills guidance for a CC 

� Emergency Shelter Cluster mission deployment checklist, IFRC 2006 

From Managing WHO Humanitarian Response in the Field, WHO 2008: 

� Personal readiness checklist, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/g1.pdf 

� Managing stress, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/g5.pdf 

� Personal security, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/h1.pdf 



ESTABLISHING AN EFFECTIVE FS COORDINATION MECHANISM – Chapter 3 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  63 

3.3   Action Plan - First Week, First Month… 

 

A systematic approach is needed to build relationships and lead the cluster 
through the initial process of a coordinated initial assessment, analysis and 
response planning, agreeing on priorities, identifying and filling gaps, and 
preparing initial appeals. 

 

First-week coordination tasks 

A written work plan will help to ensure that no important task is overlooked. 
The sample bar chart below suggests the types and sequencing of tasks that 
typically need to be accomplished in the first seven days following a sudden-
onset emergency. The timeline will need to be reviewed and adjusted daily. In 
case a CC is being mobilized from outside the country, some of the activities 
will need to be initiated by an interim coordinator assigned from in-country 
staff by the CLA. 

An important element is defining the staffing and support requirements of the 
Cluster and including a corresponding coordination support project in the 
Flash appeal (as was done for Haiti in January 2010).  

Guidance for organizing the first Cluster meeting is provided in 3.4. 

Typical tasks for week 1 
Days after disaster onset (approx) 

1 2 3 4 5 6 7 

Building relations with Cluster stakeholders 

One-to-one meetings with the main stakeholders: government 
departments, INGOs, local actors, donors, male & female 
representatives of the affected populations  

       

Inter-sectoral coordination meetings and meetings with OCHA        

Collection of FS actor information (profiles);  initial mapping of Who 
What Where When (4W) 

       

Establishing the Cluster 

Agree roles and responsibilities of CLA/s and CC        

Identify the key sector actors to join the Cluster (UN, NGOs, donors, 
private sector) 

       

Set up and holding the first (national-level) Cluster meeting        

Determine need for sub-national (area) clusters; designating area FS 
focal points if needed 
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Typical tasks for week 1 
Days after disaster onset (approx) 

1 2 3 4 5 6 7 

Regular (initially daily) Cluster coordination meetings        

Agreement on Cluster ToR, initial responsibilities for Cluster support 
functions, staff requirements  

       

Establish working groups for specific topics as needed        

Establishing Cluster operational systems 

Office accommodation, meeting room, communications facilities 
(internet, phone, radio, etc.), transport, etc. 

       

Set up communication and contact management systems (email lists, 
Google group, website, etc.) 

       

Establish information management systems and adapt standard tools        

Identify translators/translation services, etc.        

Coordinating assessments 

Review of existing available information (pre-crisis baseline and 
current situation) 

       

Preparation of and agreement on a preliminary working scenario 
(and week-1 response) [see 5.2] 

       

Preparation for a coordinated initial rapid assessment – information 
requirements, data collection instruments, site selection, teams, 
training, etc. [see 5.3] 

       

Implementation of an initial rapid assessment – field visits, data 
collection, reporting, analysis… [see 5.3] 

       

Coordinating response planning and appeals 

Initial (3-4 week) response strategy with key objectives and indicators  
[see 4.5] 

       

Input to Flash Appeal; preparation of proposals for CERF funding 
[see 6.2, 6.3] 

       

Reporting  

Daily Cluster sit-reps; inputs to HC/OCHA inter-Cluster sit-reps        
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First-month coordination tasks 

The list below suggests tasks that may need to be included in an action plan for 
the remainder of the first month. The plan should clearly assign responsibilities 
– e.g. to the CC, IMO, particular working groups (see 3.4) or the FSC as a 
whole (i.e. all Partners collectively) – and specify deadlines. 

Typical CCT activities during the first month  

� Continue identifying and engaging FS actors including newly arriving organizations  

� Organize regular cluster meetings focusing on new information and problem-solving  

� Establish working groups (WG) for specific tasks or sub-sectors, if needed  

� Consolidate and refine the information management system and tools  

� Ensure effective communication with the affected population  

� Complete the initial rapid assessment; disseminate the report rapidly  

� Contribute to inter-cluster analysis & planning, and agreeing cross-cutting priorities  

� Agree on a focal point for each cross-cutting issue prioritized by the HCT  

� Establish working links with any existing networks for gender & protection issues  

� Elaborate an initial (3-month?) Cluster/sector response strategy and action plan  

� Up-date the FS components of the Flash Appeal  

� Establish a process for ongoing monitoring of the situation and response  

� Regularly review and update the gap analysis and prioritisation of needs  

� Develop and get agreement on Cluster/sector principles & standards, as needed  

� Coordinate plans for a comprehensive FS assessment or sub-sector assessments   

� Formulate advocacy messages and develop a Cluster advocacy strategy  

� Initiate Cluster contingency planning for foreseeable events or potential changes in 
the situation, if required 

 

 

Beyond the first month 

The focus will be on continuing and consolidating the same activities and 
cluster support systems while giving particular attention to: 

� Coordinating the handing over of activities from Cluster partners that leave 
to others who are able to take over. 
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� Adjusting the frequency of meetings to the needs of the situation and 
ensuring that all meetings are focused and productive. 

� Organizing periodic participatory reviews of the situation and progress, 
and agreeing adjustments to the Cluster objectives, strategies and response 
plan if/when needed. 

 

Tools and further guidance 

Tools from other clusters: 

� WASH Cluster Work Planning Checklist (30 days) 

� WASH Cluster, Coordination Work Plan (3 month), Bangladesh Feb 2008 

� Establishing an operations room, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/b4.pdf 
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3.4   Engaging Key Actors  

 

All significant actors in the sector should participate in Cluster meetings and 
related activities, commit to the aims of the Cluster, and work together to 
identify and address the priority food security needs. This includes UN agencies, 
other international organizations, national and international NGOs, and relevant 
national institutions and civil society organizations. 

 

� Be proactive in identifying FS actors, including local organizations and 
authorities, and encouraging them to join.  

� Maintain regular contact with all FS actors and build personal 

relationships with them.  

� Emphasize the benefits of coordination – for the affected populations and 
for FS actors themselves – and the value of consensus on needs, risks, 
objectives, strategies and the efficient use of the resources available. 

� Arrange briefings for new organizations arriving to work in the FS sector. 
Where appropriate, help the relevant national authorities to arrange such 
briefings. This may include: 
- national FS policies and programmes; 
- relevant government structures, national standards and guidelines; 
- national and international FS expertise available; 
- FS focal points in other organizations; 
- arrangements to coordinate humanitarian and early recovery FS action. 

Cluster evaluations20 have highlighted weakness in engaging national and local 
organisations when organising cluster meetings. A contact poster for the cluster 
including the contact details for the Coordinator (and any other cluster staff) 
has been used by some Clusters to raise awareness of cluster meetings and 
reach out to potential participants, see for example:  

� ‘How to Contact Us’ poster, ESC sample, Yogyakarta 

Challenges likely to be faced  

Some organizations have been reluctant to participate in Clusters because they 
believe it: 

                                                      

20 Cluster Approach Evaluation Report, 2007; Review of the engagement of NGOs with the humanitarian reform 
process, 2009 
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� will be additional work and time consuming with many meetings and 
demands for information that may be difficult to gather; 

� will be of no tangible benefit: worse, it could limit opportunities to 
generate direct funding from traditional donors; 

� duplicates existing coordination mechanisms and undermines the 
government’s role and authority for coordinating humanitarian 
response; 

� will focus on and favour the interests of the CLA and UN agencies – 
the CLA will not be objective in the allocation of pooled resources. 

Some organizations may be unwilling to be associated with certain other 
organizations. A few may be concerned that Cluster decisions might be 
contrary to their own priorities or mandates. Address these concerns by 
emphasizing the points in boxes below.  

Benefits of cluster coordination 

� Draws on the strengths and comparative advantage of cluster partners. 

� Provides a platform for dividing responsibilities and coverage of needs. 

� Provides a mechanism for joint strategizing and planning. 

� Avoids multiplication of effort, gaps, and overlaps in response activities. 

� Maximises the use of available resources and is more cost effective. 

� Strengthens support for government and can facilitate participation. 

� Reinforces advocacy efforts. 

� Can facilitate use of shared approaches, tools, and activities, and more comprehensive and 
consistent integration of cross cutting issues. 

� Can facilitate mutual learning, and building leadership, facilitation and planning capacities. 

� Provides an opportunity for improved preparedness. 

� Can facilitate greater inter-cluster coordination. 

 

Key points in advocating the Cluster Approach 

What is it? 
� A dynamic approach to be adapted to each situation with the aim of optimising emergency 

response through collaboration and filling gaps where needed. 
� A structure for rapid organisation of humanitarian response with accountability. 

What is it not? 
� It is not an attempt to undermine the government’s role, but helps to strengthen government 

coordination. 
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� It is not UN-centric, but brings together all three “families” represented in the IASC, i.e. UN 
agencies, the Red Cross Movement, and NGOs. 

What does it offer? 

to all: 
� A structured approach improving predictability and quality of response; 
� Resources and capabilities to respond quickly and effectively; 
� A process for avoiding, and filling, gaps in the humanitarian response. 

to government: 
� Continued control with improved speed, coverage, and quality of response; 
� Clear terms of reference and streamlined communications through pre-designated Cluster Lead 

Agencies; 
� Reduction in workload through Cluster role in organisation and coordination of efforts; 
� Critical external experience and technical expertise; 
� Opportunity for attracting additional resources and popular support. 

to INGOs: 
� Access to technical support and clarity on standards of response; 
� Reduced risk of duplication or conflict between agencies or beneficiaries; 
� Increased networking and means to engage with donors and government; 
� Collective power in advocacy, mobilising resources, etc.; 
� Reduced risk of lone decision making and improved accountability to the affected 

populations. 

to donors: 
� More strategic and evidence-based rationale for funding; 
� Greater consistency and reduced duplication between proposals; 
� Closer dialogue and access to a range of implementing partners; 
� A more active role in response planning. 

to local actors: 
� Increased chance of involvement in the response; 
� Access to resources and capacity building opportunities; 
� Better understanding of the international aid process, standards etc; 
� Access to donors and potential partners; 
� Means of promoting local interests and initiatives; 
� Better organisation and access to information at local level. 

[Reproduced with minor adaptations from the WASH Cluster Coordination Handbook, 2009] 
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3.5   Organizing the Cluster; Contributing to Inter-Cluster Coordination 

 

Good relationships, transparency and efficient working practices are necessary to 
achieve effective, coordinated action among partners both within the cluster and 
with other cluster/sector groups. 

 

Managing the national FSC 

It is important to ensure that the Cluster works efficiently. Large groups are not 
suitable for detailed discussion of issues, especially technical issues, and many 
“coordination” meetings have degenerated into time-consuming “information 
exchange” fora. Annex B-3 reproduces the general IASC guidance on cluster 
management arrangements that, based on field experience, suggests the 
formation and use of: 

� a standing strategic advisory group (SAG), chaired by the CC, with 
responsibility for developing and adjusting as necessary the strategic 
framework, priorities and work-plan for the cluster; and  

� task-oriented, time-limited technical working groups or “task teams” to 
work on specific issues and bring recommendations back to the next 
cluster meeting, when necessary.  

When establishing such groups, especially a SAG, it is important have broad 
representation – to include organizations representing all the different 
categories within the larger Cluster membership – while keeping the group 
reasonably small and workable. 

For each working group, a convener must be designated with responsibility for 
managing the work of the group and reporting back to the Cluster. 

All individuals proposed for membership of the SAG or a working group 
should have the time and capacity to contribute effectively. 

 

Establishing sub-national-level clusters, where appropriate 

Coordination at the sub-national-level focuses on the detail of planning and 
implementation of activities. It is also at this level that early recovery, 
emergency preparedness, and capacity building measures can most readily be 
achieved. An effective sub-national cluster coordination structure helps 
facilitate effective monitoring of the emergency situation, implementation of 
the food security response, and adherence to agreed standards.   
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Where there is need for coordination arrangements at sub-national level and 
when agreed within the HCT: 

� Identify a FSC focal point in each key location at sub-national level and 
agree the precise role with concerned partners. 

� Clearly define the respective roles/ToR – and levels of authority – of the 
national and sub-national clusters. 

The area focal point may be from a CLA or another FSC partner that is 
operational in the area. S/he should liaise closely with the relevant food-
security-related provincial or district authority. The exact role will depend on 
the capacities, resources and previous experience of all partners in the location.  

Typical activities of an Area FSC Focal Point 

� Organizing regular meetings of local FS partners to agree on priorities and coordinate action; 

� Maintaining an overview of security situation and changes in the emergency context; 

� Consolidating information on food security needs and progress in the food security response – 
promoting joint assessments and monitoring at the local level; 

� Mapping and monitoring of partner capacities through the who, what, where, when (4W) tool; 

� Identifying gaps in the coverage of needs, and reviewing strategies needed to address them 
locally; 

� Ensuring maximum possible consultation with and accountability to affected populations; 

� Promoting response activities in line with established overall priorities, gender equality, 
protection and other cross-cutting concerns; 

� Communicating key decisions and other data/information from sub-national to the national 
cluster; 

� Communicating key decisions, details of available resources, guidance on policy and 
standards from the national to sub-national cluster partners; 

� Advocating to relevant provincial and district authorities, other clusters and community 
representatives concerning the food security situation and needs; 

� Promoting agreed cluster standards. 

 

Contributing to inter-cluster coordination 

Overall inter-Cluster coordination (policies, etc.) is assured by the HCT, 
chaired by the HC. An inter-cluster coordination group (ICCG) of CCs, 
normally chaired by the OCHA team leader, provides a forum for discussion 
and coordination of plans and cross-cutting issues among clusters. Other multi-
sectoral groups may be constituted for specific topics. Clusters may arrange 
direct coordination with other related clusters.  
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� Invite other clusters/sector groups (especially Nutrition, Health and 
WASH) to assign representatives to attend your Cluster meetings.  

� Assign representatives of your Cluster to attend the other Cluster meetings 
(especially Nutrition, Health and WASH) and report back to the next FSC 
meeting. 

� Organize joint activities, e.g. a Multi-cluster IRA [see 5.3]. 

� Identify as early as possible the cross-cutting issues that have particular 
significance for food security and use ICCG meetings to plan joint (or 
complementary) activities to address them appropriately across clusters. 

� Identify potential synergies and any overlaps among clusters in relation to 
food security concerns. Establish joint plans with relevant other clusters to 
address issues relating to specific priority problems of common concern. 

� Develop common principles and advocacy strategies with other Clusters. 

 

Tools and further guidance 

� Guidance for Inter-Cluster Coordination Groups at the Country Level, zero 
draft, IASC/OCHA …2010. 

� Coordination Reference Module, IASC, April 2012 – in Annex B 
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3.6   Organizing and Facilitating Cluster Meetings 

 

Regular cluster meetings are the core around which other cluster activities are 
undertaken. Initial meetings should enable partners to understand and agree on 
the usefulness and role of the cluster, to rapidly exchange initial information on 
the situation and responses initiated and planned, and to agree on next steps. 

Subsequent meetings focus on important new information about the situation and 
aspects that need collective consideration, decisions and action, and enable 
participants to agree on priorities, strategies, standards, cluster response plans 
(including action to fill gaps), and collaboration in appeals and advocacy.   

The CC should not wear two hats during a Cluster meeting. If the CC is from 
agency “X”, someone else should be present to represent agency “X”. 

 

For the first Cluster meeting 

The first Cluster meeting should be organized within 48 hours of crisis onset in 
case of a sudden-onset disaster (or the first 2-3 days following recognition of 
the need for coordinated action in case of a slow-onset crisis). 

The CLA country representative(s) should help the CC (if newly arrived) to 
find a suitable venue and make contact with and invite key food security 
stakeholders, national and international.  

� Invite country representatives/directors of food security stakeholders to 
the first meeting. 

� Get a well-informed senior government official to chair or co-chair the 
meeting, if possible. Otherwise, arrange co-chairing by the CLA (or one of 
the CLAs) and an NGO. 

� Prepare a realistic agenda – see the example in the box below. 

� Prepare signing-in sheets for attendees to note their names, organizations, 
contacts (phone, email), where they are working (or intend to work), the 
kind of assistance/services they are providing (or intend to provide). 

� Arrange for translation, if necessary. 

Suggested Agenda items for a First Cluster Meeting 

� Welcome and introductions (if feasible, depending on the number of participants). 

� Outline/review of the purpose and expectations of the cluster and the role and functions of 
the cluster coordinator. * 

� Government briefing on the situation and the immediate actions required (in the absence of 
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government partners, this will need to be undertaken by the cluster coordinator). 

� Initial “4W” information (who is where doing what, until when) and outline ongoing information 
requirements. ** 

� Identification of priority problems, needs and constraints, and any important known gaps in 
information and response. 

� Initiate arrangements for urgent working group meetings (e.g. to consider arrangements for 
sub-national cluster coordination mechanisms; organise a joint/coordinated initial rapid 
assessment; consider cluster standards). 

� Agree on frequency of cluster meetings, alternative communication arrangements (email 
mailing lists, SMS contacts, etc.) and language(s) of communication. 

� Next meeting – date, time, place, agenda items, anything participants are requested to 
prepare.  

*  It may be useful to hand out a suggested ToR for the Cluster, ask for a few quick reactions and any 
suggestions for clarification or improvements to fit the particular local situation, and then ask for 
considered suggestions to be submitted by email before the next meeting. 

** If many organizations are present, it will not be feasible to have each organization present its own 
“4W” information. Instead, provide signing-in sheets for each organization to provide such information 
at the first meeting. For subsequent meetings, compile available information in advance and make it 
available to participants (as a handout or on a poster) and ask them to correct it as needed. 

The agenda for the first few meetings will be similar and some of the items 
may be covered in separate committees or working group meetings.  

 

Planning and preparation for all Cluster meetings 

Investing time in planning and preparing for meetings will maximize use of the 
time available, and improve the meeting outcomes. Think about: 

WHY 

Why is the meeting being held? – purpose and expected outcomes  


 Give or share information, feedback, reports, 

 generate ideas, 

 find solutions / solve problems / make decisions, 

 develop trust, relationships, teams. 

Who needs to agree these objectives? What do partners want from the meeting?  Is 
the meeting part of a continuous process? 

WHAT 

What topics need to be on the agenda? 


 Use the agenda to explain how different topics will be handled 
(distinguishing among items that need decisions, are for discussion, or for 
information), and for how long. List what people need to bring. 

Is the agenda circulated beforehand? Bring spare copies! 

WHO Who should attend? Are the right people available? 
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Is there a protocol for invitations, e.g. to technical or working group meetings? 

WHERE 

Where is the best location and venue to suit everyone? 

Does it have the space, equipment, ventilation, catering needed? 

What is the best layout for the style of meeting: formal or informal? 

WHEN 

When is the best time for this meeting? Is there a clear start and finish time which is 
culturally acceptable to all, e.g. respecting prayer times.  

Avoid conflicting with other coordination or cluster meetings. 

Is there sufficient time to achieve the objectives? What breaks will be needed? Will it 
be free from interruptions? 

HOW 

How will the meeting be conducted, in order to engage all participants, encourage 
contributions, focus on the purpose, and clarify expectations? For example 


 Introductions, ground rules, ice-breakers 

What translation/ interpretation is needed?   

How will you record, clarify, and circulate decisions and actions? For example, on a 
flipchart or whiteboard, or in minutes? 

Think also about the Coordinator’s role in the particular meeting whether a 
cluster meeting, a meeting with government or an inter-cluster meeting. In 
each such meeting her/his role may vary: 

- as the chair or faciliator, the role is to facilitate the meeting in such a way 
that the collective knowledge and experience of participants is tapped into, 
while keeping discussions in line with the meeting’s objectives. 

- as a partner, the role is to prepare for, and engage constructively in 
meetings, so that results can be accomplished. 

 

To make sure that meetings are productive and use time efficiently: 

� Propose, and get agreement on, the frequency of meetings – e.g. daily 
during the first week, two or three times a week during the initial acute 
phase, then weekly and, finally, monthly once the situation has stabilized.21 

� Focus on important new information about the situation and aspects that 
need collective consideration, problem-solving, decisions and action. Other 
factual information can be collected and shared in written form. 

� Prepare handouts with important new information and maps. 

                                                      

21 Meetings at the zonal/sub-national level may continue to take place more frequently than those at national level 
(as the frequency at national level is reduced). 
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� Prepare posters or flip charts to record information you want to get from 
others, or cross-check, during or at the end of the meeting.  

� Enforce time-keeping. Keep meetings as short as possible. 

� Ask for email feed back on drafts and limit discussion in cluster meetings 
to the key issues only. 

During the first month, ask new organizations to come half-an-hour earlier for 
a quick briefing on the role of the cluster and what has been discussed and 
decided at previous meetings.  

 

Strategies to deal with common problems in initial cluster meetings 

Chairing/facilitating initial cluster meetings is likely to be challenging due to 
the diversity of participants with widely differing levels of awareness and 
understanding of the cluster approach. Problems typically encountered in early 
cluster meetings include: 

� Limited understanding of, or commitment to, the Cluster approach; 

� Diverse priorities and demands for information and action; 

� Poor support from government; 

� Conflicting information and forecasts of needs and response 
requirements;  

� Large numbers of participants – difficult to manage; 

� Continuous changes in meeting participants (high turnover of staff in 
many organizations, especially international organizations); 

� Language difficulties. 

These may be managed/reduced by: 

� Establishing contact with and meeting government partners before the 
Cluster meeting; 

� Requesting a senior government official to chair the meeting or, if they 
prefer, to co-chair (the official should have decision-making authority 
within the  government); 

� Providing everyone with copies of the agenda and notes on the Cluster 
Approach in advance; 

� Getting agreement at the outset on: ground rules for the conduct of 
meetings and mechanisms to facilitate rapid decision making; 

� Clearly explaining what participants can expect from meetings and from 
the CLA and CC, and what is expected of participants; 
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� Inviting new agencies to briefly explain who they are and what they are 
doing where; 

� Referring participants to previous meeting notes and briefing papers for 
information on the Cluster and decisions taken to date: avoid spending 
time going over previous discussions and decisions. 

� Ensuring that effective translation mechanisms are in place so that all 
participants can fully participate in meetings. 

� Sharing summary minutes of meetings including follow-up action points 
promptly with all cluster participants (whether present or not). 

 

Tools and further guidance 

� Global WASH Cluster, WASH Cluster Coordination Handbook, 2009 – section 
2.2 Managing and facilitating cluster meetings. 

� IASC Cluster-Sector Leadership Training (2007) Tip Sheet – Coordination 
Meetings  – http://www.humanitarianreform.org/Default.aspx?tabid=143 

� Chairing/facilitating a meeting, Managing WHO Humanitarian Response in the 
Field, Annex F4, WHO 2008: 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/f4.pdf 
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3.7   Building Partnerships; Fostering Teamwork  

 

The effectiveness of any cluster is largely dependent on the quality of the 
leadership provided by the CLA/s and the Coordinator, the extent to which they 
are able to generate a spirit of partnership, and the willingness of other cluster 
members/participants to enter into that spirit.  

 

Building partnerships 

‘Working together is an urgent life-and-death issue’ 
Global Humanitarian Platform, 2007 

Partnership is the foundation of the humanitarian reform process. Its 
importance was emphasized in 2006 by the Global Humanitarian Platform 
(GHP), a complementary initiative aimed at facilitating dialogue and 
collaboration between UN agencies, the International Red Cross and Red 
Crescent Movement and humanitarian NGOs (see Annex C). Successful 
application of the cluster approach depends on all humanitarian actors working 
in partnership in all aspects of the humanitarian response from assessment, 
analysis and planning, to resource mobilization, implementation and 
evaluation. 

“Partnerships” 

Partnerships were defined by the UN General Assembly in 2007 as: 

“voluntary and collaborative relationships between various parties, both public and non-public, in 
which all participants agree to work together to achieve a common purpose or undertake a specific 
task and, as mutually agreed, to share risks and responsibilities, resources and benefits”.22 

The voluntary and collaborative nature of partnerships, distinguishes them 
from commercial contractual relationships which are governed by price and 
contractual conditions, rather than trust and interest in common goals. 

Putting the principles of partnership into practice 

The following table presents the Principles of Partnership agreed by the 
Global Humanitarian Platform in 2007 and suggests approaches the 
Coordination Team can adopt to establish and maintain partnerships that 
embrace these principles and criteria for measuring success: 

                                                      

22 Mapping of UNICEF partnerships and collaborative relationships, UNICEF, 2009 
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Principles of Partnership Success criteria and indicators23 

Equality 

Equality requires mutual respect 
between members of the 
partnership irrespective of size and 
power. The participants must 
respect each other’s mandates, 
obligations, independence, and 
brand identity and recognize each 
other’s constraints and 
commitments. Mutual respect must 
not preclude organizations from 
engaging in constructive dissent. 

Success criteria: 

� Strategic and policy decisions take into account the 
views of all cluster stakeholders. 

� The cluster offers open interaction and decision 
making based on collaborative, rather than 
hierarchical leadership. 

� Strategic, goal orientated multi-year partnerships 
are established. 

Indicators: 


 Well attended, inclusive, results-orientated meetings. 


 Adequate and appropriate representation and 
international, national, and local NGOs. 

Transparency 

Transparency is achieved through 
dialogue (on equal footing), with an 
emphasis on early consultations 
and early sharing of information. 
Communications and 
transparency, including financial 
transparency, increase the level of 
trust among organizations. 

Success criteria: 

� Mechanisms for early consultation and exchange 
of information are established, well known and 
accepted by partners. 

� Transparent and jointly governed systems for 
common funding are established. Allocation criteria 
are well-understood and accepted by cluster partners. 

Indicators: 


 Regular and efficient consultation and information 
sharing in the cluster. 


 Partners are adequately represented in funding 
applications and allocations. 

Results-orientated approach 

Effective humanitarian action must 
be reality-based and action-
oriented. This requires result-
oriented coordination based on 
effective capabilities and concrete 
operational capacities. 

Success criteria: 

� Effective exchange of information on needs, 
capacities, gaps and plans within the cluster and with 
external stakeholders.  

� Crisis-affected persons are well-informed about 
entitlements and services, and safe, effective 
mechanisms for feedback and complaint are in place. 

Indicators: 


 Priority needs are addressed, capacities shared, and 
overlaps minimized. 


 Needs assessments include all stakeholder groups 

                                                      

23 Adapted from Principles of Partnership: Success criteria and indicators, SCHR, 2008 
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Typical nature of cluster partner participation 

60% - engage in information sharing through junior 
staff. 

30% - engage in decision-making such as standard-
setting through senior staff. 

5-10% - take on responsibility for cluster tasks such 
as steering or working groups. 

[From Education Cluster Coordinator Training, 2009] 

and reflect differing vulnerabilities and cross cutting 
issues. 

Responsibility 

Humanitarian organizations have 
an obligation to each other to 
accomplish their task responsibly, 
with integrity and in a relevant and 
appropriate way. They must make 
sure they commit to activities only 
when they have the means, 
competencies, skills, and capacity 
to deliver on their commitments.  

Decisive and robust prevention of 
abuses committed by 
humanitarians must also be a 
constant effort. 

Success criteria: 

� Frank exchange on unacceptable, inappropriate or 
wasteful response is encouraged, and corrective 
action is taken. 

� Complaints mechanisms and systems for identifying, 
reporting and monitoring abuse are in place, with 
appropriate training provided. 

Indicators: 


 Actions to address poor performance, malpractice or 
abuse are recorded in lessons learned and best 
practice. 


 Unsafe practices are addressed in response to 
complaints are subsequent investigations. 

Complementarity 

The diversity of the humanitarian 
community is an asset if we build 
on our comparative advantage and 
complement each other’s 
contributions.  

Local capacity is one of the main 
assets to enhance and build on. It 
must be made an integral part in 
emergency response. Language 
and cultural barriers must be 
overcome. 

Success criteria: 

� Coordination is organized on the basis of added 
value, comparative advantage and 
complementarity with full consideration of 
complimentary national and local capacities. 

� Partners do not speak ‘on behalf’ of others. 

Indicators: 


 Recognition and reflection of the diversity of cluster 
partners in cluster activities, responsibilities, and 
decision making. 


 Comprehensive provision of translation and 
interpretation services as required. 


 Active engagement of local capacities. 

 

Different levels of, and challenges to, partnership 

There are various forms, or levels, 
of humanitarian partnership from 
close coordination and joint 
programming to looser associations 
based on the need to share 
information, avoid duplication and 
enhance complementarity. 

The 2007 evaluation of the cluster 
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approach highlighted in particular, NGO concerns about loss of neutrality and 
autonomy in partnering with the clusters, unwillingness to be accountable to 
UN agencies, and concerns about being treated as ‘implementing partners’ 
rather than equals.

 24
 Other challenges in establishing and sustaining 

partnerships within the cluster may include: 

� overcoming competition among partners for visibility and funding; 

� establishing and maintaining trust, promoting equal power relations, and 
avoiding conflicts-of-interest (particularly if the CLA channels funding 
to cluster partners or is perceived as unduly influencing priorities); 

� balancing the need for participation and inclusiveness, with the need for 
fast and effective response; 

� achieving broad participation and accountability – not all cluster 
partners can or want to engage, or be held accountable, in the same way; 

� conflicting mandates, interests, priorities, and lack of trust between 
cluster partners; 

� perceived duplication in coordination, among cluster partners; 

� involving national organizations and civil society in cluster work and 
building their capacity; 

� working with national authorities where government institutions are 
weak or are party to a conflict situation. 

Establishing and maintaining partnerships 

These challenges may be addressed by adopting the approaches suggested in 
the “principles of partnership” table above and the tips below: 

Tips for promoting partnership in the cluster 

� Adopt a collaborative leadership style and encourage teamwork; 

� Make personal contact and maintain regular dialogue with cluster partners; 

� Highlight common goals, interests, and interdependencies among partners; 

� Engage national and local actors as quickly as possible; they are key to accessing local 
networks, and re-establishing community services; 

� Develop clear, simple, Terms of Reference to promote effective collaboration, and clarify 
mutual responsibilities and expectations; 

� Promote transparency and accountability through open decision making and a performance 
appraisal and complaints mechanism for cluster partners; 

� Facilitate opportunities for pro-active partner involvement and influence, while ensuring equal 

                                                      

24 Stoddard et al, Phase-1Cluster Approach Evaluation, 2007 
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partner representation. 

[Adapted from Cluster Sector Leader Training: Partnerships in Cluster 2007] 

Use the preparation of a Flash Appeal, a CHAP and CAP, and other inter-
agency planning processes as opportunities to build a culture of collaboration, 
participation and partnership. Ensure that all partners have the opportunity to 
contribute to defining overall priorities and then develop their own activities 
accordingly. 

 

Tools and further guidance 

� OCHA, (2005) Emergency Field Coordination Training Participant Handbook : 
Leadership Style Questionnaire and Guidance Notes  

� IASC, (2007) Cluster Sector Leadership Training: Leadership In Clusters  

� IASC, (2007) Cluster Sector Leadership Training: Partnership In Cluster  

� GHP, (2008) Principles of Partnership: Success Criteria and Indicators  

� Save the Children, Principles of Partnership: Changing the way UN agencies 
and NGOs relate - What Save the Children staff need to know 

� Operational Guidance for Cluster Lead Agencies on Working with National 
Authorities, draft, IASC, January 2009 

� Global WASH Cluster, WASH Cluster Coordination Handbook, 2009 – sections 
2.3 Managing contacts and communication and 2.5 Negotiating, consensus 
building and conflict resolution. 

� IASC Cluster-Sector Leadership Training (2007) Tip Sheets – Leadership in 
Clusters and Building Consensus  – 

http://www.humanitarianreform.org/Default.aspx?tabid=143 

� Fostering partnerships, Managing WHO Humanitarian Response in the Field, 
Annex F5, WHO 2008: 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/f5.pdf 

� Global WASH Cluster, WASH Cluster Coordination Handbook, 2009 – section 
7.1 Establishing agreed guiding principles and standards and section 7.3 
Promoting accountability to affected populations.  

� www.globalhumanitarianplatform.org [Web-site for the Global Humanitarian 
Platform] 

� http://www.clustercoordination.org: Practical tools and advice for Cluster Coordinators [not an 
official IASC website] 

� http://www.seedsforchange.org.uk/free/consensus.pdf - useful detailed guidelines on 

consensus building 

� http://www.seedsforchange.org.uk/free/conslarge.pdf - useful detailed guidelines on facilitating 
consensus building in large groups 
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Fostering teamwork 

Teamwork don’t just happen, it develops. It takes time for groups to perform 
well – time for people to get to know each other and assess each other’s 
strengths and weaknesses. There are different models describing the stages of 
team development. While the names and stages vary, all models recognize that: 

- there is a developmental process with a number of stages; 

- the developmental process is not necessarily linear; 

- the time spent at each of the stages may vary between groups; 

- having passed through one stage, a group may subsequently regress to it 
again, 

- a group may never reach the final stage and become fully developed. 

One widely-used model is shown below: 

Phases of team development 

   

Characteristics: 

- High energy 

- Confidence in each other 

- Productivity 

 

 

 

Need to start over again 
if team members 

change…! 

Characteristics: 

- High energy 

- Confidence in each 
other 

- High expectations 

- Excitement 

Role of the Leader: 

- Focus on goal 

- Feedback and praise 

- Challenge the team 

 Role of the Leader: 

- Framework & context 

- Goals, plan, roles 

- Get to know each other 

   

Characteristics: 

- Settling in 

- Increased optimism & 
energy 

- Roles clarified 

 Characteristics: 

- Confusions over roles & 
assignments 

- Conflict 

- Decreased productivity 

Role of the Leader: 

- Focus on goal, norms, 
rules 

- Remove obstacles 

- Stay out of the team’s 
way 

 Role of the Leader: 

- Reiterate roles 

- Ensure skills & tools 

- Encourage dialogue 

- Avoid solving 
everyone’s problems 

Performing Forming 

Norming Storming 
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These phases involve inter-personal challenges as a group naturally develops. 
It is the job of the leader to guide and accompany the team through the process. 
The table below suggests the role of an FSC Coordinator during the different 
stages: 

Stages of team 
development 

FSC Coordinator’s role 

Stage 1: Forming 

The under-developed team 

� Advocate for, and reassure cluster partners of the importance, 
and value, of their involvement in the cluster. 

� Outline roles, responsibilities and expectations of involvement in 
the cluster. 

� Quickly establish systems to enable cluster partners to get 
acquainted, collaborate, and exchange information and 
resources. 

Stage 2: Storming 

The developing team 

� Clarify cluster structure and decision making mechanisms). 

� Define guiding policies (e.g. standards), systems (e.g. IM) and 
targets (e.g. strategic response plan). 

� Offer opportunities for pro-active involvement. 

� Ensure follow up on agreed actions. 

� Recognise and support the capacity building needs of smaller 
partners as far as possible. 

� Facilitate the conflict resolution through open dialogue. 

Stage 3: Norming 

The developed team 

� Facilitate broad involvement in on-going cluster planning, 
resource mobilization, IM, policy setting, monitoring, and 
evaluation. 

� Acknowledge and encourage partner contributions. 

� Delegate and provide support to working groups. 

� Coach cluster coordination team members, including government 
counterparts as appropriate. 

Stage 4: Performing 

The mature team 

� Seek feedback on performance and facilitate exchange of 
lessons learned and good practice. 

� Extend partnership opportunities and external relations. 

� Promote leadership opportunities for cluster partners. 

Facilitate opportunities for capacity building.. 

Situational leadership styles 

In general, a collaborative approach to leadership is needed: 

Approach needed: Not: 

� Leading  based on trust, relationships, services � direction based on line authority 

� consensus building; shared decision-making  � unilateral decision-making 

� facilitating, networking and enabling � command and control 
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� equal partners � implementing partners 

� focus on sector and emergency as a whole � focus on own agency’s interests 

� working “behind-the-scenes” � trying to be out in front 

However, while making every effort to create a sense of shared ownership in 
the Cluster, there will be times when the Coordinator may need to consider 
other approaches. Different situations often require different styles of 
leadership, particularly when decisions are needed quickly, there are strongly 
conflicting interests, or sensitivities are high. The Coordinator will need to 
assess each situation and choose an appropriate leadership style:

25
 

Different leadership styles for different situations 

� Use a commanding style when decisions need to be taken quickly, as in a crisis, and one 
person is able to make decisions effectively. 

� Use consultation when the opinions and ideas of partners are needed to inform the decision-
maker(s), but be clear about who will make the decision and how it will be communicated. 

� Use negotiation when there are conflicting interests and both parties need, and are prepared, to 
make concessions to reach an agreement. 

� Use delegation to increase efficiency and maximize the contribution of team members, 
delegating the authority to make certain decisions. 

� Use the majority vote to include a large number of people, in a minimum amount of time, and 
the issues are clear and understood. 

� Use consensus when you want high-quality input and commitment, with follow-through, from the 
group. 

 

Note that conflicts are inevitable within any group and, if handled well, can 
lead to growth and development of the group (Cluster) as well as of individual 
members, and better decisions and increased cohesion. Conflicts are reduced 
and more quickly resolved if the Cluster has a clear work plan and ToR.  

 

Additional resources 

� Food security Cluster Coordinator Training, (2009) ’ Teams and Team 
Working’ handout, Global Food security Cluster 

� http://www.businessballs.com/tuckmanformingstormingnormingperforming.
htm  [Further information on team development and learning styles models, 
and other leadership, training and professional development tools.] 

                                                      

25 Extracted from EFCT, Leadership Styles  (full details in Additional Resources) 
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3.8    Monitoring and Reviewing Progress; Learning lessons 

 

Continuous monitoring and regular joint reviews are essential to ensure that the 
FSC strategic plan remains relevant and is implemented to the maximum extent 
possible with a minimum of gaps and duplications. 

Monitoring and evaluation (M&E) should be an integral part of the response 
strategy, and all such activities should be as participatory as possible. 
Stakeholders should jointly analyse experiences and learn lessons for future 
activities. 

The gFSC may participate in country-level reviews and evaluations. 

 

Monitoring 

� Initiate monitoring of implementation early, focusing on a few key 
indicators. Refine and extend the system later, if needed, but don’t delay 
while waiting for a sophisticated monitoring system to be developed. Do 
not collect more data than will actually be used.  

� Agree within the FSC on criteria to measure implementation of the plan 
and the performance in general, and establish a few key indicators. This 
might be entrusted to a working group.

26
  

� Establish a simple report format and mechanism by which Partners can 
provide the CCT with regular updates on the extent to which their projects 
have contributed to the implementation of the FSC strategic plan and any 
known gaps.  

� Arrange for the prompt collation and analysis of these reports by the CCT 
and the regular production of a combined monitoring report. 

 

Periodic reviews 

The mid-year reviews (MYR) of the consolidated appeal are important 
exercises but intermediate reviews every 3 months may also be useful in some 
cases, particularly during the first year. 

                                                      

26 Indicators may be developed in relation to: partnership and inclusion; preparedness and planning; coverage; 
advocacy and resource mobilization; capacity-building; quality of response. 
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� Agree with FSC Partners on the frequency and timing of FSC reviews 
(taking account of any HCT requirements). 

� Organize CAP mid-year reviews (MYRs) on the required schedule [see 
6.4] and intermediate reviews if agreed by cluster partners to be useful: 

- encourage all Cluster partners to participate;  

- examine not only the progress of specific kinds of activity but also 
whether the cluster is meeting its objectives in terms of partnerships, 
standards and gap filling, and whether it is sufficiently responsive to 
changing needs.  

� Consider organizing a real-time evaluation (RTE) in the early stages of 
response or, when possible, participate in an inter-sectoral RTE 
coordinated by the HC and OCHA.

27
 

� Ensure that all reviews and evaluation activities are gender-sensitive and 
take account of other locally-relevant cross-cutting concerns [see7.2].  

Some questions that may be addressed during periodic reviews 

� Which activities are underway and what progress has been made?  

� Are the desired results being achieved? [effectiveness] 

� To what extent are these results furthering the purposes of the FSC strategic plan? 

� At what rate are resources being used and how does usage compare with progress in 
implementation (outputs)?  

� How do costs incurred compare with the budget? [efficiency] 

� What changes have occurred in the overall context? Do the original assumptions hold true? 

� Have response activities been sufficiently refined and adapted in the light of new 
information? [responsiveness] 

� How has the cluster itself functioned? What has been the quality of the relationship among 
partners? 

� How effective has been the work with other clusters?  

[Adapted from Manual Project Cycle Management, June 2005, European Commission, ECHO] 

 

                                                      

27 A real-time evaluation (RTE) may be appropriate during the early stages of a major humanitarian operation. The 
purpose will be to help ensure the best possible outcomes for the affected population by identifying – and 
suggestions solutions to – any problems in the coordination, planning and management of the response, and 
ensuring accountability. 
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Learning Lessons  

Lessons-learning exercises (or joint evaluations) should be organized at 
appropriate moments when it is feasible to generate information that is accurate, 
reliable and useful. They may be organized at national level or within 
particular operational areas to identify critical FS and operational issues, and 
strategies to address them. The findings should lead to policy, operational and 
technical recommendations.  

For any major crisis, a final lessons-learning exercise covering both 
programme and operational aspects should be undertaken not later than one 
month after the formal ending of the humanitarian operation. (This should be 
included in the work plan and budget of the Cluster/sector coordination group.) 

� Identify the appropriate timing for a lessons-learning (or joint evaluation) 
exercise, and get support for the proposal from the main stakeholders. 

� Organize a consultative process including all main stakeholders to agree 
on the broad areas that need to be explored, the specific questions that 
need to be answered, and how to proceed. 

� Assign someone to plan and manage the exercise – someone who will be 
able to devote sufficient time to it. 

� Afterwards, ensure that an action plan is developed to follow up on 
recommendations and that the plan clearly specifies responsibilities for 
follow-up actions and how implementation will be monitored. 

For any evaluation, draw up the terms of reference with care – do not over-load 
them – and ensure that an adequate budget is established and that the 
evaluation team is gender-balanced and includes a mix of relevant skills and 
experience. Promptly disseminate reports, findings and recommendations to all 
concerned and bring them to the attention of the managers who need to know 
and take action. 

 

Tools and further guidance 

� IASC - Guidelines CAP Mid-Year Review 

� ALNAP 2006 - Evaluating humanitarian action using the OEDC-DAC criteria, T 
Beck: see http://www.alnap.org/publications/eha_dac/index.htm 

� IASC - Proposal of a Pilot Initiative to test Inter-Agency Real-Time Evaluation 

� Report of the real-time evaluation of response to the Nargis cyclone disaster 
in Myanmar, 2008 



 

3.9   De-Activating (suspending) the Cluster 

 

A Cluster should function only for as long as needed to ensure the coordination of 
international humanitarian response. Once that need has passed, or a national 
coordination mechanism can take over, the Cluster should stand down.  

It may be re-activated if/when needed for response to another crisis or for the 
purpose of contingency planning. 

 

The continued added value of the cluster should be reviewed against the initial 
criteria for activation [see 3.1].  

When it is found appropriate to de-activate/suspend the cluster: 

� agree on the coordination mechanism to which the cluster functions will be 
transferred, e.g. a government-led food security sector working group; and 

� draw up a transition plan that ensures that there will be adequate capacity 
to assume coordination functions of the cluster and a smooth hand-over.  

Decisions to de-activate a cluster are taken by the HC in consultation with the 
HCT and should be communicated to the ERC and IASC Principals.  

 

Tools and further guidance 

� IASC, (1997) Exit Strategy For Humanitarian Actors In The Context Of 
Complex Emergencies 

Further IASC guidance is expected during 2012. 
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Key points concerning FSC Information Management 

� The ultimate aim of FSC information management is to facilitate an effective 
FSC response by: 

- ensuring that the best possible information is available whenever needed 
for planning, management and advocacy purposes, including 

- identifying gaps that need to be filled in the humanitarian food security 
response (taking into account national food security capacities). 

� Responsibility for FSC information management (IM) rests with the “FSC 
Coordination Team”. Where an Information Manager or IM focal point has 
been assigned, s/he has lead responsibility. Otherwise, the Cluster 
Coordinator is directly responsible. 

� Information should be collected from all sources and be disaggregated by 
gender, age and any other locally relevant characteristics. 

� The compilation and analysis of data and information on behalf of the FSC 
must add value. 

� Reports and analyses should be disseminated promptly and widely, in 
appropriate ways and formats, to be available to all stakeholders including 
the affected population. 

� All information must be handled and used responsibly: 

- Verify and record the sources and probable reliability of all data and 
information received. 

- Cross-check – “triangulate” – data from different sources, whenever 
possible. 

- Consider possible margins of error in data and the implications for 
decisions. 

- Specify the source, date of collection and limitations of any data quoted 
or disseminated. 

- Ensure accountability to affected populations in the use of information. 
In a situation of conflict or repression, respect the confidentiality of 
informants who do not wish their identities to be revealed. 
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4.1 Information Management in Emergencies 

 

Good information is critical to good decision-making and coordinated action. The 
identification and sharing of information among cluster partners and the 
application of lessons learned is equally important. This section explains what is 
meant by “information management” and the challenges that are often faced. 

 

Understanding information management  

Humanitarian Information Management 
(IM) is the systematic process of 
collecting, collating, storing, processing, 
verifying and analysing data and 
information from one or more sources, 
and the dissemination of relevant data 
and information to humanitarian 
stakeholders to support effective and 
timely decision-making and action.  

It provides a basis for common 
understanding of the situation by helping to ensure that relevant actors are 
working with the same or complementary information that is as relevant, 
accurate and up-to-date as possible. As such, it supports coordination, strategic 
and operational decision-making, advocacy and resource mobilization – and 
accountability – during all phases of preparedness, response and recovery.

28
 

The Cycle of Information Management 

The “virtuous cycle” of information management turns raw data
29

 into 
information and knowledge for informed decision-making. IM can be 
understood as a ‘chain of increasing value’ – a process that creates value out of 
relatively limited resources. For example: 

- “1,234 people have been affected by floods” is a piece of data. It is not 
inherently useful in and of itself. 

                                                      

28 Edited from Report on the Outcome of the IASC Task Force on Information Management Workshop, 24-25 
February 2011, Draft circulated 14 March 2011 

29 Data are measurements or observations of specific factors or “variables”. They may be quantitative (numerical) 
or qualitative (observations that are categorical rather than numerical and often concern attitudes, perceptions or 
intentions). 

Data 

Information 

Knowledge 

Action 

Process 

Analyse Apply 

Collect 

The cycle of Information Management 
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- “1,234 people have been displaced by floods in district A: % are boys 
under 5 years, % are girls under 5 years, % are able-bodied women, % are 
able-bodied men and % are disabled” is information. The data have been 
given a context that allows us to understand the situation more clearly.

30
 

- “They have lost their food stocks and standing crops and will require food 
assistance for ‘N’ months until the next harvest, i.e. ‘X’ tons of …, ‘Y’ 
tons of … or ‘Z’ $ in cash” is knowledge. The information has been 
combined with other information to create a more valuable assertion. 

- But knowledge is useless unless it is shared and applied. There will have 
been no point in gathering these data unless they result in action.

31
 

Information management within the FSC adds value by collecting, processing, 
analysing and disseminating information, as outlined in the box below: 

Key elements of FSC information management 

Components Specific tasks 

Collection Technical and non-technical activities 
that lead to the establishment of a 
body of data or information including 
both: 

- primary data – new data 
collected through key informant 
interviews, focus group 
discussions, observation, 
household interviews or 
questionnaires; and  

- secondary data – existing data 
that have already been 
collected and reported by 
others (e.g. government offices, 
agencies’ reports, previous 
assessments/surveys) 

� Identify the information requirements 
of specific users for specific uses 
anticipating the analyses required. 

� Assemble and evaluate existing data 
and information. 

� Define new (additional) data 
collection requirements. 

� Establish (agree) a methodology for 
data collection including appropriate 
forms, interview guides and sampling 
frames. 

� Test data collection instruments and 
train assessment/survey teams, as 
needed. 

� Coordinate (or organize) field data 
collection and the transmission of the 
data for collation and analysis. 

                                                      

30 A population is not a homogenous group: distinctions among men, women, girls and boys and disabled people 
should be addressed. Data and information should always be disaggregated by sex and age. 

31 Adapted from OCHA-FIS, Humanitarian Information Management Handbook, 2002 
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Processing Technical processes that transform 
raw data into formats that can be 
easily manipulated or combined with 
other data in preparation for analysis.  

� Enter, reformat and clean data 

� Verify data quality 

� Compile data from various sources 

� Store data assigning metadata32 to 

ensure ready retrieval 

� Archive and back-up data 

Analysis Processes by which data are 
aggregated, summarized and 
compared to identify inter-
relationships and draw inferences 
and conclusions.  

Analysis is typically carried out at two 
levels: (i) basic statistical or spatial 
analysis using graphs, charts or 
maps to display the basic data; (ii) 
adding background, context and 
technical FSC understanding to turn 
the data into useful information. 

Ideally, an analysis plan is prepared 
in advance and forms the basis of 
defining information requirements. 

� Statistical analysis of disaggregated 
quantitative data; 

� Qualitative analysis of disaggregated 
qualitative data; 

� Spatial analysis – mapping; 

� Contextual analysis – cross-
tabulations of disaggregated data 
with contextual information; 

leading, for example, to a situation 
analysis including problem, risk and 
vulnerability analyses. 

Dissemination This puts information products into 
the hands of affected populations, 
policymakers and planners at various 
levels. Dissemination may be to a 
general audience or a targeted group 
(e.g. key decision-makers), in a 
variety of formats and through a 
range of mechanisms. 

� Producing reports (including graphic 
presentations) tailored to the needs 
of particular end users. 

� Making reports available to the 
intended users as hard copies, by 
email, and/or on a website, as 
appropriate. 

� Presenting key points, conclusions 
and recommendations at meetings. 

� Personal communications (face-to-
face or by phone). 

 

Assuring IM capacity requirements 

The importance of a full-time FSC Information Manager or IM Focal Point at 
national level cannot be overstated. Where, for a major humanitarian operation, 

                                                      

32 Metadata is "data about "data": sources, dates and disclaimers that should be included on all information 
products before dissemination. 
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clusters are formed at sub-national level, it is recommended that IM focal 
points be identified at the same level.

33
 Mobilizing human and financial 

resources to meet the cluster’s IM requirements is a CLA responsibility. 

An Information Manager (or an IM focal point), ideally deployed or identified 
at the same time as the Coordinator, is needed to take lead responsibility for the 
cluster’s IM needs. The Information Manager plays a critical role especially in 
the early stages of response in: adapting standard IM tools and systems to the 
local context; processing and assuring an appropriate analysis of data; 
maintaining the web portal and other information flows; training cluster and 
government partners in the use of IM tools; and ensuring that all concerned 
understand the importance of IM in cluster response planning and 
implementation. S/he also represents the FSC in the country-level inter-agency/ 
inter-cluster Information Management Network. 

If it is not possible (e.g. due to lack of resources) to recruit an Information 
Manager, an IM focal point should be designated from among FSC partner 
agencies. Additional IM support may also be sought from OCHA, other 
clusters or external sources such as government, academic or research 
institutions, if necessary. The Cluster Coordinator will be required to assure the 
IM function if no-one else is available. 

Note, however, that an IM specialist cannot necessarily fulfil all IM functions: 

- Food security expertise is also needed for the analysis and interpretation of 
food security information and such expertise will need to be identified 
within the CLA/s country office/s (e.g. a WFP-VAM unit), among other 
cluster partners, in national institutions, or through the gFSC support team.  

- Similarly, the information manager may not necessarily be an expert in 
geographic information systems (GIS) and advanced mapping techniques. 
When necessary, GIS support may be sought from OCHA.  

 

Developing the IM capacity of partners 

Developing a strategy to improve partners’ IM capacity, and support their IM 
needs, is as important as developing the IM tools themselves in order to assure 
the collection and reporting of good quality data.  

                                                      

33 Houghton, R. Education Cluster: Country-level Lessons Learned Review, Oct 2008 
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Government and cluster partners – and cluster staff – may need training on IM 
tools and systems to enable them to use the tools with confidence and to adapt 
them as appropriate for their needs and the evolving situation. In addition all 
cluster stakeholders need to be orientated on the importance and value of 
knowledge exchange, and clearly understand their role in the collection and 
dissemination of data, information, and knowledge. This can be made explicit 
in the cluster terms of reference. In disaster-prone areas, it is critical to 
facilitate such training prior to the onset of an emergency.  

 

Principles of IM  

The Operational Principles for Humanitarian Information Management and 
Exchange, agreed at the 2002 Symposium on Best Practices in Humanitarian 
Information Exchange and summarized in the table below, should form the 
basis for all information management activities.

34
 

Principles of humanitarian information management and exchange in emergencies 

Accessibility  Humanitarian information should be made accessible by applying easy-to-use 
formats and tools and by translating information into common or local 
languages when necessary. 

Inclusiveness Information exchange should be based on a system of partnership with a high 
degree of ownership by multiple stakeholders, especially representatives of the 
affected population and government. 

Inter-
operability 

All sharable data and information should be made available in formats that can 
be easily retrieved, shared and used by humanitarian organizations. 

Accountability Users must be able to evaluate the reliability and credibility of information by 
knowing its source and having access to methods of collection, transformation 
and analysis. 

Verifiability  Information should be relevant, accurate, and consistent and based on sound 
methodologies, validated by external sources, and analysed within the proper 
contextual framework. 

Relevance  Information should be practical, flexible, responsive, and driven by operational 
needs in support of decision-making throughout all phases of a crisis. 

                                                      

34 Source:  OCHA IM Guidelines (Ver. 2.1 draft 0.1 - 2.0) Information Management and the Humanitarian Context 
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Objectivity  A variety of sources should be used when collecting and analysing information 
so as to provide varied and balanced perspectives for addressing problems and 
recommending solutions. 

Neutral  Information should be free of political interference that distorts a situation or the 
response. 

Humanity Information should never be used to distort, to mislead or to cause harm to 
affected- or at-risk populations and should respect the dignity of those affected. 

Timeliness  Humanitarian information must be kept current and made available in a timely 
manner. 

Sustainability  Humanitarian information should be open sourced, preserved, catalogued and 
archived, so that it can be retrieved for future use, such as for preparedness, 
analysis, lessons learned and evaluation. 

Confidentiality Sensitive data and information that are not to be shared publicly should be 
clearly marked as such and managed accordingly. 

 

Additional Resources  

� IASC (2008) Operational Guidance on Responsibilities of Cluster/Sector 
Leads and OCHA in Information Management. Geneva: OCHA  

� Food Security Cluster Coordinator Training materials available at: 

www.foodsecuritycluster.net 
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4.2   IM Responsibilities of the FSC and OCHA 

 

The FSC and OCHA have distinct, complementary responsibilities in relation to 
information management. This section explains those responsibilities. 

 

The IASC Guidance Note referenced below sets out the responsibilities of 
CLA’s and OCHA for managing information at country-level. Broadly: 

- CLAs are responsible for meeting the IM needs to ensure an effective 
cluster response and bringing a food security analysis and perspective to 
inter-cluster analysis and planning. 

- OCHA is responsible for meeting the IM needs for an effective and 
coordinated inter-cluster response. 

� Operational Guidance on Responsibilities of Cluster/Sector leads and OCHA 
in Information Management, IASC 2008 

 

IM responsibilities of the CLA/s  

Establishing necessary FS IM systems and tools   

This responsibility of the CLA and FSC Information Manager includes: 

� establishing effective mechanisms for communication, information 
exchange and sharing learning between the national and sub-national 
levels of the cluster; 

� ensuring that the FSC IM system is compatible with OCHA humanitarian 
information standards so that data can be transferred for cross-sectoral 
analyses. 

To achieve this, the CLA has responsibility to: 

� secure the financial and human resources needed to meet the IM demands 
of the cluster; 

� identify and recruit appropriate IM staff; 

� build and maintain the relationships needed at global, national, and local 
levels to facilitate effective and coordinated IM. 

Generating and sharing cluster-specific information 

This is the collective responsibility of the FSC Coordination Team and all 
cluster partners. 

� Identifying FSC information needs [see 4.4]. 
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� Developing / adapting standard formats and tools for FS data collection 
and reporting. 

� Generating and sharing cluster-specific information [see 4.4 and 4.5]. 

� Supporting the identification of pre-crisis and in-crisis baseline data, and 
indicators appropriate to the context.  

� Managing analysis and interpretation of needs assessment information. 

� Facilitating the collection, analysis and dissemination of cluster partners’ 
experiences, lessons learned and good practice. 

� Working with relevant authorities to build on existing food security 

information systems and develop local IM capacity, including developing a 
plan for on-going management and archiving of cluster data, information, 
knowledge and resources. 

� Building and maintaining relationships at global, national and sub-national 
levels to facilitate effective and coordinated IM. 

� Ensuring adherence to data protection and confidentiality requirements in 
the use and storage of information. 

Contributing to inter-cluster IM coordination 

This is the responsibility of the FSC Coordination Team. It includes: 

� Mobilising IM resources and capacities; ?? 

� Participating in the OCHA-led information management network; 

� Contributing to inter-cluster IM coordination and information exchange 
led by OCHA; 

� Adhering to gFSC, inter-cluster and governmental IM standards, e.g. 
disaggregated (by sex and age) data requirements; 

� Identifying food-security-related information needs of other clusters and 
stakeholders; 

� Sharing up-to-date food-security information with OCHA and other 
clusters; 

� Facilitating training in IM for governmental and cluster partners. 

In addition, the FSC Coordination Team should contribute to evaluating the 
effectiveness of IM systems and tools in collaboration with OCHA and cluster 
partners, and documenting the lessons learned. 
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IM responsibilities of OCHA  

IM is a core competency in which OCHA supports inter-cluster coordination. It 
has responsibility for coordinating the flow of information among clusters and 
with the government authorities. OCHA’s specific IM responsibilities are: 

Supporting coordinated information among clusters 

� Providing general humanitarian and country information including sex and 
age disaggregated demographic data. 

� Suggesting and sharing databases, datasets,  geo-spatial data, place coding 
systems (p-codes

35
) and maps. 

� Facilitating cross-cluster needs and gap analyses, and inter-cluster joint 
needs assessments. 

� Collecting, coordinating and disseminating inter-cluster information on 
needs through, for example, Flash Appeals and the Consolidated Appeals 
Process (CAP). 

� Establishing a country-specific inter-agency website platform to act as a 
portal for operational coordination, e.g. One Response, Humanitarian 
Information Centre. 

� Developing standardised information products, e.g. contact directories, 
meeting schedules, 3W’s, sit reps. 

� Providing data on humanitarian funding requirements and contributions 
through the UN-OCHA Financial Tracking Service (FTS). 

Supporting operational analysis 

� Providing and maintaining an inventory of common datasets for 
assessments, monitoring and reporting (e.g. population denominators); 

� Providing mapping products and services;  

� Supplying geospatial data and analysis; 

� Providing technical IM advice. 

Engaging with individual clusters  

� Involving the IM officers/focal points of all clusters in an information 
management network. 

                                                      

35 Where precise coordinates are not available, geocodes (also called place codes or p-codes) are used to provide 
a standard reference system for village, towns and cities. Using p- codes overcomes differences in names that 
might result from variation in language or local usage.  
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4.3   Being “IM-Prepared” 

 

Identifying IM capacity and agreeing on common IM requirements, tools and 
standards is an important part of emergency preparedness. This section explains 
how to be “IM-prepared”. 

 

When contingency planning is undertaken in a disaster-prone country or in 
anticipation of an imminent threat (see 6.5), IM arrangements should be 
included. If such planning has not been done in advance, time will be lost 
while an IM system is set up from scratch after the onset of an emergency.  

A useful first step in IM preparedness is to designate an IM focal point and 
establish an IM Working Group within the cluster, or with key food security 
partners, and agree on and develop as many as possible of the following: 

� ToR for the working group.  

� An IM strategy for the cluster.  

� Roles and responsibilities in implementing that IM strategy. 

� An inventory of available IM capacity and resources. 

� Arrangements for translation and interpretation services, when needed. 

� Structured document management systems for both electronic and hard-
copy documents. 

� A system for information exchange among partners and with other food 
security stakeholders. 

� Standard recording and reporting formats that (i) are structured to facilitate 
recording and processing, and (ii) meet inter-operability requirements. 

� Standardized methods for data collection. 

� Current (pre-crisis) food security baseline data. 

While leading the above process, the Cluster Coordination Team should also: 

� Promote awareness of the importance of IM. 

� Make the agreed tools (formats, templates, etc.) available to all partners 
through the gFSC website (see 4.6) or a suitable in-country website, and 
ensure that all partners are familiar with them. 

� Assess the capacities of Cluster partners to provide reliable information 
and identify any requirements for training and experience-sharing. 
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4.4   Setting up an FSC IM system 

 

This section outlines how to go about establishing – and maintaining – an effective 
IM system including the kinds of information products likely to be required and 
how to go about establishing standards, developing relationships and a culture of 
sharing, and tackling some of the challenges that commonly arise.  

 

� Activate the arrangements agreed and the systems established as a part of 
preparedness or, if not done in advance, rapidly convene a meeting with 
key partners and complete the tasks listed in 4.3; 

� Build on existing national food security IM systems as much as possible; 

� Keep IM systems and tools as simple as possible; 

� Use open data formats and inter-operable technologies; 

� Involve sub-national level clusters and local and national partners in the 
selection of data sets and the development/adaptation of IM tools; 

� Participate actively in inter-agency IM initiatives (e.g, IM working groups) 
to improve inter-agency sharing of information, get access to information 
on the potential causes of food security problems or risks, and initiatives of 
other clusters that could be relevant, and contribute to establishing inter-
agency IM standards; 

� Liaise with OCHA to ensure inter-operability and the efficient use of 
available IM resources. 

The table below provides an overview of the types of IM products typically 
needed to meet the needs of cluster stakeholders: 

FSC information IM products 

Pre-crisis baseline & 

preparedness 

Pre-crisis food security situation analysis including market 
analysis 

Capacity and vulnerability analyses 

Contingency plans 

 

Needs assessment, 

situation and 

response analyses 

MIRA and other data collection formats & guidelines 

Agreed food security Indicators 

Planning scenarios – preliminary and updated  

Situation analysis – initial and updated  

Response analysis 

See ch 5 
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Response coverage 

& gaps  
Who / where / what (/when) 3/4W  See 4.7 

Planning Cluster response plans & appeals 
See 6.2, 
6.4 

Contact information Contact database/ mailing  list (partners & other stakeholders)  

Meetings FSC meeting schedule, agenda and minutes See 3.6 

Reports and 

updates 

FSC Sit reps 

Humanitarian Sit Reps (OCHA) 
 

External 

communications 

FSC bulletins 

FSC news 

FSC press releases 

Briefing kits (a collection of information products, such as 
situation, statistics, maps, contacts, 3W, etc. to inform new 
staff/personnel) 

See 4.6 

Intra-FSC 

communications  

gFSC website 

Yahoo or Google groups 
See 4.6 

In addition to these frequent IM products, the IM Officer (or focal point) is 
likely to work in creation and revision of CAPs. For this purpose IMO should 
register to OPS system (ops.unocha.org). This can be done prior assignment as 
it takes approximately a day to get a password. If already registered, s/he 
should ensure that her/his profile is up to date especially concerning present 
location and agency affiliation. 

Tools developed to support the CCT in generating and sharing cluster-specific 
information will be on: http://foodsecuritycluster.net 

 

Establishing information standards  

� Agree common inter-sectoral IM standards in consultation with OCHA 
and other clusters (e.g. geographical data, P-codes); [Annex L  provides a 
list of Common Operational Datasets

36
] 

� Agree units of analysis, e.g. community, household, individual level; 

                                                      

36 Minimum Common Operational Datasets (COD) are to be used by the entire humanitarian community at country 
level as a standard set of baseline information. In an ideal situation, a minimum COD would be prepared before the 
onset of a crisis, during the emergency preparedness phase.   
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� Agree indicators
37

 jointly with food security specialists taking into account 
national standards or guidelines as well as existing internationally-agreed 
standards and thresholds.

38
  

� Agree standard terminologies and definitions (e.g. “household”); 

� Agree age groupings (in common with OCHA and other clusters, if 
possible); 

� Establish categories for classification; 

� Ensure that data are consistently disaggregated by sex and age in order to 
inform an accurate understanding of the situation and, thus, a more 
appropriate response;  

� Establish a document management system (DMS) and file naming 

convention to enable documents to be classified in a consistent manner, 
and catalogued to facilitate tracking and retrieval – see box below. 

File naming 

The following file naming convention should be used when saving electronic documents, both 
Cluster-generated docs and docs received from external sources: 

ORG_Crisis_GeographicReference_Title_ status_Language_date 

ORG: (Mandatory) 

This is the name or acronym of the original source of the document. A document written by the FSC 
or compiled from various sources should be identified as an FSC document. Sources should be 
referenced into the document itself. 

CRISIS (Mandatory) 

This is a 3-letter code chosen by the gFSC Support Team at the beginning of the operation. For 
example, the code for the North Africa Crisis in 2011 was “NAC”. 

TITLE DOCUMENT (Mandatory) 

Title and/or short description of the document. Do not use spaces " "; use underscores "_" between 
the words of your title. 

STATUS (Optional) 

This specifies the status of the document, for example: 

- Public (PUB): documents available for everyone (will be published on the public website). 

- Restricted (RES): documents that are only available for a selected group of people, e.g. agency 
heads or food security coordinators. These documents will never be posted on the website or be 

                                                      

37 Indicators may include proxy indicators which are indirect measures that approximate the phenomena of interest 
in the absence of feasible direct measures, e.g. diet diversity as a proxy for the level of household food security. 

38 The gFSC assessment working group is (in 2012) preparing up a list of core food security indicators that country 
clusters can draw on. 
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published in a restricted area (extranet). 

- Private (PRI): for FSC staff only. 

LANGUAGE (Optional) 

For some operations, it may be necessary to add a 2-letter code indicating the language of the 
document. 

DATE (Mandatory) 

The date the document was last saved and updated39 

EXAMPLES 

• FSC_NAC_Sitrep4_050511.pdf 

• FSC_NAC_IDN_Situation report_050212.doc 

In this way, everyone will be able to find important files on their computers and the files can be 
archived in a proper way. 

 

Building relationships at country level for effective IM 

Relationships and sharing are critical for effective IM. The greatest resources 
available to the CCT in generating the information and knowledge required to 
inform cluster decision-making are the partners – individuals and institutions – 
involved in the humanitarian response. 

� Build, progressively, a culture of information sharing based on the 
“virtuous cycle” described below. 

� Adapt requests for information to the capacities of the partners who are 
expected to provide the information. 

� Maximize IM capacity by expanding partnerships. 

� Build institutional memory and local capacity by actively involving 
governmental and other local cluster partners. 

                                                      

39 A typical date format is DDMMYY but many IM practitioners suggest using YYMMDD so that different versions of 
the same document will be sorted in chronological order. 
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Sharing information and knowledge  
– degrees of sharing and coordination and what to aim for 

Degree of  
coordination  

    low level                                                                                            high level 

Joint needs 
assessments 
and 
monitoring 

Each does own 
assessment – 
does not share 
information 

Each does own 
assessment – and 
shares 
information 

Each uses 
agreed tools - 
and shares 
information 

Joint assessments 
and effective 
information 
exchange 

Response 
planning 
and 
resource 
mobilization 

Information 
stored in agency 
files 

 Information 
informs individual 
agency decision 
making 

Information 
shared and 
used for joint 
planning 

Common plans and 
joint budgets 
agreed based on 
shared information 

Learning 
and good 
practice 

Knowledge is 
retained by 
individuals but 
not recorded or 
shared within 
their agency 

Knowledge is 
recorded and 
shared within  
individual agency 
and informs 
agency practice 

Good practice 
and lessons 
learned are 
shared 
between 
agencies  

Joint lessons 
learned exercises 
generate good 
practice and 
lessons learned 
which are used as 
the basis for joint 
planning 

The “virtuous cycle” of IM illustrated below works on the basis of adding 
value so that partners benefit from sharing information: 

Collect information from partners  
convince them to share 

� 
Add value to the information 

through analysis, interpretation and good presentation 

� 
Disseminate quickly  

including feed back to all those who provided information 

� 
Partner sees net benefit 

and continues – and intensifies – the sharing of information  

 

Tackling information challenges 

There are likely to be challenges in all aspects of IM, particularly when the 
communications infrastructure is weak. The table below indicates some 
common challenges and possible strategies for addressing them: 
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A key strategy is to keep IM tools and systems as simple as possible, and keep 
information demands to a minimum. 

Common 
challenges 

Strategies for managing information 

Not knowing what 
information is 
needed in order to 
make a decision, or 
what data to 
prioritise. 

� Encourage a structured approach to planning and decision-
making so that information requirements are broken down. 

� Identify the specific data/information needed to facilitate immediate 
decision making. 

� Consider the impact of decisions under consideration, e.g. how 
many people will be affected. 

� Link selection of data to indicators or proxy indicators that will 
enable monitoring of cluster objectives or decisions. 

Constantly changing 
context (needs, 
gaps).  

� Limit requirements for information quantity: only work with 
information that you can and will use at that point in time.  

� Regular communication will help build networks and relationships, 
and gather up-to-date information. 

Difficulties or delays 
in data collection 
and release. 

 

� Keep demands for information simple and to a minimum, e.g. 
ensure forms are easy to download and return, and easily and 
quickly completed. 

� Provide verbal reports, particularly at sub-national level. 

� Take account of constraints such as access, security, sensitivities, 
time and cost. 

� Support community-based surveillance mechanisms.  

Government 
reluctance to share 
information due to 
concerns over 
quality, accuracy, 
not getting 
assistance. 

� Provide guidelines on information quality. 

� Make it clear that late or poor information is likely to decrease 
opportunities for funding and support. 

Manipulation of 
information for 
political, financial or 
cultural reasons. 

� Establish agreed standards for the accuracy and reliability of 
information, e.g. need for triangulation, highlighting bias. 

Demands for 
information from a 
very diverse range of 
actors. 

� Adopt simple tools for gathering information: get cluster input to 
requirements and practicalities. 

Competing priorities 
- IM and other 
activities. 

� Source administrative and IM support.  

� Demonstrate the value of information sharing by creating quality 
products and services that benefit cluster members. 
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Limited or lack of IM 
skills. 

 

� Devolve the processing and analysis of information through 
working and technical groups, e.g. mapping capacities and 
resources. 

� Seek support from OCHA (IM focal point) or other cluster IM focal 
points in orienting and supporting the Food security Cluster IM focal 
point to build their capacity and understanding of their role 

Cluster partners fail 
to report or provide 
information when 
required.  

 

� Fully explain the purpose and benefits of IM to the cluster and 
individual partners who are failing to provide the information needed. 

� Facilitate updating of previous information rather than submitting 
new reports every time. 

� Providing information to cluster partners when they need it will 
help encourage the completion of updates. 

� Source admin support in follow up. 

Poor or one-way 
information 
exchange between 
national and sub-
national level 
clusters 

� Develop communication and IM systems that take sub-national 
level constraints into account e.g. internet access, operating 
software, time, language 

Data are not always 
disaggregated by sex 
and age. 

� Orientate cluster partners on the need for disaggregated data and 
provide training if required. 

� Develop IM tools that prompt the need for disaggregated data. 

Mistakes are 
repeated  

� Facilitate the collection and sharing of experience and lessons 
learned to allow cluster partners to share good practice and learn 
from each other’s experiences. 

 

Learning and consolidating the IM system 

� Agree on timing and methods for lesson-learning exercises and other 
mechanisms to share experiences. 

Existing IM products and services will always need to be adapted to enable the 
cluster to serve emergency-affected populations in the most appropriate way. 
Periodic reviews will be needed to determine the effectiveness of IM tools and 
services in generating useful information, and the use actually made of the 
knowledge acquired. 
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4.5  Collecting, Processing and Analysing Data for the FSC 

 

This section outlines the essential tasks of the FSC Information Manager/ 
Coordination Team in relation to the collection, processing and analysis of data. 

 

Collecting food security data and information 

� Define with cluster partners the types of information needed to support 
Cluster activities. The box below provides some suggestions.  

� Arrange for this information to be collected from all sources including 
partners and other food-security stakeholders, government entities, other 
clusters, news-media reports, etc. 

� Arrange for regular reports from partners but keep the reporting 
requirement to a reasonable minimum: 

Reports from cluster partners 

Regular reporting between the Coordinator and cluster partners, between national and sub-
national levels within the cluster, and between the Coordinator and the CLA/s is essential. But 
cluster partners may already have onerous reporting requirements to their own organisations, 
the communities they support, the host government, and their own donors, so: 

- avoid asking for information that is not essential (and will not be used); and 

- avoid multiple ad hoc requests for information from partners. 

� Collect and up-date these data and information continuously with special 
attention to the contact list and information on who is doing what where 
(and when) – 3/4W information. 

Make special provision for collecting and updating information concerning 
national and local partners who do not have direct or easy access to the 
internet. This is important in order to have an overall sector picture and also 
in terms of accountability to the affected population(s). 

� Verify and record the sources and probable reliability of all data and 
information received. 

Information that may need to be collected and stored for quick retrieval 

  

o Cluster ToR 

o List of, and contact details for, cluster partners and other main stakeholders 

o Meeting agenda and minutes (Cluster meetings including working groups) 
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o Details of who is doing what, where (3W) and when (4W), including maps 

o Background (pre-crisis) information including reports and evaluations of previous 
emergency operations  

o Assessment data and reports, situation analyses and monitoring reports 

o Cluster/sector crisis response strategy  

o Contingency plans 

o Appeals documents  

o Cluster/sector situation reports and bulletins 

o Periodic reports, reviews and evaluations of Cluster activities and sector response 

o Press releases and other formal Cluster communications 

o Guidelines on food security policies, standards and best practices 

o Evaluations and lessons-learned reports 

Collect only those data that are needed to support coordination and guide decision-making. 

 

Processing and handling FSC data  

� Ensure the systematic, critical review of all incoming secondary data – see 
box below: 

Reviewing data for reliability and relevance 

- The data collection techniques used;  

- The manner in which the techniques were applied in the field with particular attention to 
the adequacy and reliability of sampling; 

- The geographic area and/or population groups covered;  

- Check the availability and use of sex disaggregated data for vulnerability purposes; 

- When the data were collected; and  

- Whether the reported findings appear to be reliable and representative of the situation 
and, if not, what the direction of the bias might be (under-estimation or over-estimation). 

� Ensure that information is handled and used responsibly: 

- Verify and record the sources and probable reliability of all data and 
information received. 

- Cross-check – “triangulate” – data from different sources, whenever 
possible. 

- Consider possible margins of error in data and the implications for 
decisions. 
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- Make sure you are able to specify the source, date of collection and 
limitations of any data quoted or disseminated. 

- Ensure accountability to affected populations in the use of information. 
In a situation of conflict or repression, respect the confidentiality of 
informants who do not wish their identities to be revealed. 

Recording contact details 

In many emergencies contact lists start as Excel spread sheets and then grow into more complex 
databases. Using the Contact Management Directory within the OCHA 3W database ensures 
consistent and up-to-date information, and avoids “re-inventing the wheel” (duplication of effort). It is 
accessed in the same way as the main OCHA 3W application – by obtaining a user name and 
password – and has similar advantages in overcoming the need for large amounts of data entry by 
the Coordinator or Information Manager by facilitating direct data entry by cluster partners. 

Alternatively, the gFSC has a contact database that can be adapted for country-level use.  

Processing data from interviews40  

� When processing data, be careful to keep track of: 

- the source of each input (this is important to be able to check back on 
information during analysis); 

- geographic identifiers – community, district and province names and 
codes, as appropriate; 

- the gender and age range, and any other important characteristics, of 
the individuals concerned.  

� Choose/develop a suitable data entry methodology or programme.  

EpiInfo41
 

and EXCEL are widely used in humanitarian operations: EpiInfo is 
freely downloaded from the internet while EXCEL is included in most 
Microsoft Office software bundles and is the standard spreadsheet for many 
organizations. Other database software packages such as Access can be useful 
for more advanced data management and analysis. CSPRO is a free data entry 
software (available at www.census.gov) that has the added benefit of 
exporting data easily to a wide variety of analysis software formats.  

� Assure prompt and careful data entry.  

The best practise is to enter data into a spread sheet as soon as you get it. 
Don’t try to include too much different data on one sheet. For example, record 

                                                      

40 Adapted from Emergency Food Security Assessment Handbook, 1st edition, WFP 2005, section 11.6 

41 EpiInfo is easily used in places with limited network connectivity or limited resources for commercial software and 
professional IT support. EpiInfo™ is flexible, scalable, and free while enabling data collection, advanced statistical 
analyses, and geographic information system (GIS) mapping capability.  <http://wwwn.cdc.gov/epiinfo/> 
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distribution of food in one sheet and distribution of seeds in another. Ensure 
that you are consistent with metrics (for example meals v. daily food ratios).  

� Assure prompt and careful cleaning of all data.  

Data cleaning refers to the process of organizing and making corrections to 
data in a database. These changes can be simple and clear, such as re-coding 
data on land ownership gathered in several different units into one standard 
unit, or it can be subjective choices such as how to reconcile conflicting 
answers. The better the organization of the survey instrument, the quality of 
data collection during the survey process, the design of the data entry 
methodology/programme, and the accuracy of the data entry, the less data 
cleaning will be required.  

Simple techniques for cleaning data  

The following are some simple techniques for cleaning data. There are others that can be used 
depending on the type of questions asked and the relationships between the questions, but these are 
the basics:  

� Look for outliers. Outliers are responses to a question at the extreme ends of or outside of the 
possible range of answers. For example, an age of 140 years is clearly an outlier, and should 
be removed from the database. Sometimes, the range of possible answers can be further 
narrowed using information from other questions. For example, if the age of a household head 
is recorded as 4 years old, this answer is clearly wrong and should be removed.  

� Look for conflicting answers. For example, if a household reports having no access to land, 
but also reports a large production of corn, then it is likely that one of these answers is incorrect. 
Another example may be a household that reports having experienced no shocks, but then 
ranks their top three shocks or their responses to experienced shocks. Cleaning these errors is 
often a subjective choice. If a subjective choice is made and it affects a large amount of data, 
this choice should be reported with the results. Alternatively, no change can be made, and the 
errors can be cited as a weakness in the data.  

� In the geographic location code data, look for villages or districts that do not exist in the 
provinces surveyed. Remember that if those data are corrected the unique ID may also have to 
be changed (if based on those data).  

� Check that reports of divisions of a whole make up the whole. For example, if a household 
reports having 5 children aged 16 and under, but then reports 2 boys and 1 girl in school and 1 
girl out of school, then there is an error. Again, a subjective choice must be made if no other 
information exists to clarify.  

 

Analysing food security data and information 

Analysis is the process of methodically examining the available data and 
information to identify critical factors and inter-relationships. It adds value to the 
data by generating information and knowledge for planning, management, 
evaluation and advocacy purposes.  
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The FSC Coordination Team must lead a two-stage analysis process within the 
cluster: 

� undertake a food security situation analysis  

The food security situation analysis contributes to the overall, inter-sectoral 
analysis by the HCT and the definition of inter-sectoral priorities and 
strategies, and provides the basis for the food security response analysis. It 
includes identifying the particular FS problems and risks for distinct subgroups 
within the affected population, the underlying causes and effects of those 
problems, and the likely evolution of the situation42 – see 5.4. 

� undertake a food security response analysis  

The food security response analysis provides the basis for the development of 
the FSC strategic plan – see 5.5. 

� ensure that all analyses incorporate a gender analysis to distinguish the 
situation, needs and vulnerabilities of women, girls, men and boys. 

In some situations it will also be useful to undertake a stakeholder analysis. 
This involves systematically examining the interests of each agency, 
organization, group and individual that has a direct or indirect interest in the 
sector and the activities of the Cluster, and whose attitudes and actions could 
have an influence on the outcomes of humanitarian and early recovery 
activities in the sector.

43
 

                                                      

42 Some organizations (e.g. WFP) recognize a distinct “forecast analysis” stage. 

43 Stakeholders may include militias and other non-State actors, for example, as well as donors and local political 
entities in addition to organizations actually providing food security assistance and services. 
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4.6  Disseminating FSC Data and Information 

 

The best possible, up-to-date information must be available to all stakeholders at 
all times in easy-to-use and understand formats. Important new information 
should be brought to the attention of decision-makers promptly. This section 
suggests what the FSC Coordination Team needs to do in this connection. 

 

Reporting by (on behalf of) the Cluster 

Based on the regular – continuous – collation and analysis of information on 
the overall food security situation and response, and the outcomes of that 
collective response, the Cluster Coordination Team (CCT) is responsible for 
preparing regular reports that meet the information needs of: 

- the Head/s of the CLA/s, who in turn report/s to the HC/RC and the HCT; 

- Cluster members, to enable them to keep abreast of the situation of the 
sector as a whole and see their own operations in context; 

- the Government and relevant local authorities; 

- the affected population; 

- donors; 

- other food security stakeholders; 

- the news media. 

Separately, the CCT is also responsible for reporting to the CLA/s on the 
extent to which the CLA obligations are being fulfilled, including when gaps in 
response require the CLA to fulfil its Provider of Last Resort (PoLR) function.  

The principle FSC reports that may be required include: 

Report Purpose 
Produced  

by for 

FSC sitreps 

Provide regular, concise updates on 
the emergency situation, its impact 
on food security, current responses 
and outstanding needs. 

CC & IMO/  
IM focal 
point 

All cluster partners 
and input to 
Humanitarian 
Situation Report 

FSC assessment & 
analysis, 3/4W 
and  monitoring 
reports 

 

Communicate details of the food 
security situation including priorities, 
capacities, gaps, collective progress, 
outcomes, cross-cutting issues, 
resource allocations and constraints. 

CC &  IMO/ 
IM focal 
point 

Cluster partners,  
OCHA, 
government 
partners, affected 
communities 
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Funding, 
financial, and 
narrative reports 

Inform donors of cost, progress, 
outcomes, and impact of funded 
interventions. 

CC 
Cluster partners, 
OCHA, other 
clusters, donors 

FSC activity 
reports  

Inform on coordination activities, 
outcomes and constraints (and thus 
account for CLA responsibilities). 

CC CLA, RC/HC 

Notes or minutes 
of cluster and 
working group 
meetings 

Record key issues discussed, 
decisions, actions, responsibilities, 
and deadlines agreed and delegated. 

Minute taker 
and meeting 
chair 

Cluster partners, 
working group 
members 

� Use a Situation Report as the core report and the basis for other reporting; 
this can help to streamline reporting requirements. Sitreps can be used to 
convey up-to-date information on the situation for use in advocacy and 
public information efforts.  

� During the early stages of response, focus initially on sharing the findings 
of rapid joint needs assessments and individual cluster partners’ reports 
together with 3/4W information (in matrix and/or map formats). 

� If and when, depending on the particular context and individuals involved, 
verbal reports are provided to Head/s of the CLA/s or directly to the 
HC/RC, ensure that those reports are followed by a confirmation email (for 
the record) or details in the form of a situation report or another format.  

� Establish links with any existing reporting systems; strengthen them where 
possible; complement them with other reporting systems if needed. 

� Keep all reports concise and to the point and observe the notes below on 
writing reports. Remember that government staff and most humanitarian 
actors have limited time to access and study reports and extract the 
necessary information. 

� Provide inputs to the inter-sector Humanitarian Situation Report compiled 
by OCHA (see box below) using a standard Situation Report Input Form.  

OCHA’s Humanitarian Situation Reports 

The Humanitarian Situation Report is a concise public document intended to support the 
coordination of humanitarian response in an acute crisis. It pulls together information from all of the 
clusters to provide a snapshot of current needs, response and gaps in a given emergency. 

The Humanitarian Situation Report should avoid mentioning the achievements of specific partners 
and refer to the response of the food security sector as a whole. This will avoid perceived favouritism 
and competition among partners 

The clusters, sectors, and cross-cutting areas included will reflect the structure of the humanitarian 
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response in any given emergency. 


 Process: The OCHA reports officer and Food security CLA identify a reporting focal point and 
agree a reporting schedule. 


 Frequency: Varies depending on the situation. May start as daily reporting, and then move to 
every second or third day. 


 Contents (5 sections): 

Humanitarian needs (section C) 
Humanitarian response (section D) 
Gaps and constraints (section E) 
Numbers and sources 
Cross cutting issues 


 Length: As short as possible. All together, the content of sections C, D and E for the Food 
security Cluster should not exceed 200 words. 

Templates and detailed guidelines are included in Additional Resources at the end of this section. 

 

Disseminating reports and information – managing external 
communications 

Dissemination puts information products into the hands of decision-makers, 
planners, managers and other interested parties at various levels. It is an 
important element of accountability to stakeholders including the affected 
population. Some information products and dissemination processes may be 
intended for a general audience. Others may be designed for and targeted to 
specific audiences. 

� Identify the target audiences and their particular information needs. 

� Arrange for the regular production of a food security Cluster/sector 
Bulletin or newsletter with procedures and deadlines for (i) the submission 
of information and articles and (ii) the rapid clearance of drafts by a small, 
Cluster-appointed editorial board.  

� Adapt the frequency of FSC reports to the needs of the situation – perhaps 
every few days during the initial response period, then weekly, then 
monthly once the situation has stabilized. 

� Disseminate the bulletin widely – to officials at all levels, UN agencies, 
NGOs, donors, news-media, etc. 

� Post reports/bulletins promptly on an appropriate website (and up-date all 
other information regularly).  
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� When sending documents by email, also provide the link to where the 
document can be found online. (Advertise the online repository you are 
using.)  

� Prepare a special report/bulletin for online distribution whenever there is 
important new information that needs to be shared without delay.  

� Ensure sufficient, good translation capacity in relevant languages so that 
information promptly reaches all relevant actors. 

� If there could be security issues associated with the distribution of contact 
information, consult with the OCHA Head of Office or HC (through the 
CLA/s) for guidance. 

 

Options for disseminating reports  

Reports and information should be made available – accessible – to 
stakeholders through a variety of media: 

� Upload reports to a web platform; 

� Retain historical reports on the web-site; 

� Circulate reports electronically, ensuring that they are accessible with the 
most basic operating systems and older versions of software; 

� Facilitate access to hard copies for organisations with unreliable or no 
access to email or the internet; 

� Facilitate cluster partner or stakeholder (including affected communities) 
meetings or workshops to discuss findings; 

� Produce summarized details of key information for public dissemination 
through notice boards, radio and press updates. 

Selection of appropriate means of communication and information exchange 
will be influenced by the emergency context and the nature of cluster partners. 
Experience has highlighted the following advantages and disadvantages of 
different methods of communication: 

Method  Advantages Disadvantages 

gFSC 
website 

 

Created especially for Food Security. 

The site has a page for each crisis that 
has FS implications.  

Collates information from country-level 
FSCs, FS related tools and guidance  

Requires access to the internet. 
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Interactive 
inter-cluster 
web-site or 
platform e.g. 
OneResponse 

Accessible to all clusters. 

Cluster partners working in several 
sectors have one source of information. 

Facilitates OCHA’s role in coordinating 
information. 

Facilitates inter-cluster collaboration e.g. 
procurement, cross-cutting interventions 

Some partners will be unable to 
access information. 

May have limited use at field level 
where more detailed coordination is 
needed once interventions begin. 

 

Email lists 

Quick, enables information sharing with 
large numbers of people. 

Does not require direct contact. 

Likely to reach most partners including 
government. 

Use of a list serve function enables 
information to be targeted to the right 
people and puts some responsibility on 
the end users subscribing to the list. 

Reliant on internet access 

Email lists quickly become outdated 
and very long. 

Needs to be administered to limit what 
is being sent and to whom. 

Can overload users with information 
that is not always relevant. 

Google or 
Yahoo 
groups 

Good alternative to meetings; enables 
sharing and storing information, and 
facilitates non-time critical discussion 
within the cluster.  

A guidance note of the use of Yahoo 
Groups has been developed by the 
WASH cluster (see Additional 
Resources).  

 

Limited membership size will exclude 
some partners. 

High turnover of actors means a lot of 
administration is needed. 

Reliant on reasonably good internet 
access. 

May not be acceptable in 
environments with strong government 
control. 

Local cluster partners may be 
excluded due to unfamiliarity with 
discussion groups, or the language 
adopted for on-line discussions (some 
groups have a translation facility). 

Telephone 
contact 

Reaches national and local partners. 

Enables immediate exchange of 
information, discussion, decision 
making. 

Can be used in most environments. 

May be expensive or unreliable. 

Some local cluster partners may not 
have direct access to a phone. 

Can be time consuming. 

More difficult to delegate to other 
cluster staff or partners. 

Hand 
delivered  
messages  

Reaches national and local partners. 

Familiar method of communication at 
community level. 

Easily translated. 

Slow, expensive and time consuming. 

Not inter-active – need a mechanism 
to allow people to respond. 
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Public 
meetings 
e.g. in 
schools 

Potential to reach national and local 
partners if easily accessible. 

Familiar method of communication at 
community level. 

Easily translated. 

Time consuming  

In early response when information 
changes very quickly, it can be hard 
to capture this through meetings.  

Can be dominated by powerful 
interests, strong personalities. 

Posters 

Reach national and local partners, and 
the affected population. 

Easily translated. 

Useful for communicating standards, 
strategies, etc. 

Slow – not suitable for daily 
information exchange. 

Not inter active - need a mechanism 
to allow people to respond. 

Media (local 
newspapers, 
local radio, 
TV) 

Useful for sharing public information, 
engaging community interest, and 
lobbying. 

Easily translated and can reach a wide 
range of people. 

Expensive and can be slow and time 
consuming to arrange. 

Care needed in use of language and 
information being shared (as reports 
can be read and re-interpreted by 
anyone). 

Cluster has no control over what is 
ultimately reported.  

Not inter active. 

 

Managing web-based information 

� Store, disseminate and exchange all relevant information online. 

� Establish an online photo-library: systematically collect and catalogue 
photos of the situation and significant events. But do not infringe on 
people’s privacy: whenever possible, ensure that consent has been given. 

For all web-based information: 

� List the key topics and file/store information accordingly. 

� Establish a clear, standardized file naming system (metadata tags) to 
facilitate describing, managing and locating information [see 4.4]. 

� Maintain clear signposting of folders and documents, e.g. folders for 
historical documents in chronological order, means of highlighting current 
versions and new information. 

� Consider confidentiality, security, timeliness, sensitivity and quality in the 
publication of web-based documents and images. 

� Highlight new information and resources. 
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� Conform to agreed inter-cluster standards and protocols for shared web 
sites.  

� Designate responsibility for posting and managing web-based documents 
and resources, and managing the membership. 

 

Options for a web-based information system 

Information management products are best stored, disseminated and exchanged via one or more of:  

- the gFSC web-site www.foodsecuritycluster.net 

(Combines information from country-level FSCs, food security related tools and guidance) 

- the country pages of the OCHA-managed OneResponse inter-agency web platform: 
http://oneresponse.info/GlobalClusters/Pages/default.aspx  

(website specifically designed to enhance humanitarian coordination within the cluster approach)  

- http://www.humanitarianinfo.org/index.html 

- a Food security Cluster Google or Yahoo group.  

In the longer term, provision should be made for moving stored information management products to a 
national food security information system. 

 

N.B. Both the FSC website and OCHA-managed websites are designed to 
support low band-width users – slow connections as well as mobile phones. 
These platforms therefore overcome some of the problems of enabling local 
cluster partners to access to information.  

 

Using the “Hot-Spot” page on the Food Security Cluster Website  

The Food Security Cluster website (www.foodsecuritycluster.net) serves as an 
information dissemination tool for country level clusters as well as the wider 
food security response community. It is used to deliver and manage 
information, support coordination and promote cluster activities and tools. 
Each country FSC can have its own or “hot spot” page in the website for 
information that is specific to the hot spot concerned.  

Information Managers in country-level clusters are given admin rights to 
manage their respective hot spot pages.

44
 They are then responsible for: 

� updating the web page regularly; 

                                                      

44 Those rights are always personal and should not be shared with anyone else. 
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� ensuring that the uploaded contents are up to date, relevant, cleared to be 

published and don’t contain any sensitive, inaccurate or inappropriate 
information; 

� ensuring that uploaded documents follow the file naming conventions 

created by the gFSC. 

What a “hot-spot” page can, and cannot, be used for 

Hot spot pages can be used to store and make available: 

- Up-to-date contact details 

- Sitreps, maps, 3/4W matrixes, news stories, images, etc. produced by the FSC or provided by 

partner organisations 

- Important documents 

- Links to relevant websites 

- Blog 

- Google map 

- Country details 

Contents that would not be desirable include: appeals for individual organisations; documents that are 
not cleared to be published; possibly harmful or sensitive contents; documents that are biased, out-of-
date, inaccurate, or from an unknown source. 

 

 

 

Additional Resources  

� OCHA, (2009) Humanitarian Situation Report  

� OCHA, (2009) Cluster Situation Report - Input Form  

� OCHA, (2009) Cross Cutting Issues Situation Report – Input Form 

� Global WASH Cluster (2007) Yahoo Group Service Guidance Note 

� OCHA (2009) OneResponse User Manual, Draft 

� http://www.humanitarianinfo.org/IMToolBox/index.html  [Wide range of 
OCHA IM templates and best practices examples. 
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4.7 “Mapping” Food Security Actors – a key IM activity 

 

An up-to-date picture of the presence, activities and capacities of food security 
actors, and the responses being delivered to populations in the affected areas, 
should be available to all stakeholders at all times. This section outlines the data 
collection, processing, analysis and dissemination tasks involved. 

 

The mapping of FS actors and their activities throughout the crisis-affected 
area(s) is a pre-requisite for coordinated planning and action – in particular for 
avoiding gaps or duplications of effort. It is the responsibility of the FSC 
Coordination Team (CCT) – particularly the Information Manager or IM focal 
point – to ensure that: 

- this mapping of food security actors is initiated rapidly at the onset of a 
crisis, not later than the first cluster meeting;; 

- the data are up-dated continuously during the early stages of response and 
at regular intervals once the situation has stabilized; 

- the mapping is used proactively to identify current or potential gaps in the 
FS response and prompt corrective action; and 

- relevant data are shared with OCHA to ensure that everyone is working 
with similar information (see box below). 

Data are needed on Who is doing What, Where and When (“4W”). In the past, 
some systems have recorded only Who is doing What, Where (“3W”) but When 

should also be collected, i.e. 4W. 

It is important to record “Until When” in order to be able to foresee possible 
future gaps in FS services or assistance activities as individual organizations 
phase out their operations. In some cases is may also be useful to record “from 
when” (i.e. when did, or will, the organization’s activity commence) during the 
early stages of an operation. 

The inter-sectoral “3W” database of OCHA 

OCHA maintains an inter-sectoral 3W database that is sometimes extended to 4W. The standard 
3W database is designed to manage information about: 

- organizations including locations of offices, numbers of staff and vehicles… 

- contacts: names, contact details 

- projects: name of project, sub-sector, location/s, beneficiary details, implementing partners, 
funding details  

[see: http:// oneresponse.info/resources/imtoolbox/Pages/Standard%20Products.aspx] 
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Collecting “4W” data 

� Agree with partners on the data to be compiled in order to be able to 
identify gaps and avoid overlapping in the FS response. (This will 
necessarily be more detailed than the data required by OCHA for inter-
sectoral purposes.) 

� Ask government partners and OCHA what information they already have, 
or are collecting, at national and sub-national levels concerning 
organizations active in the food security sector in different areas. This 
might include contact addresses, general information about the 
organization, and the geographic areas where they are working.  

� Collect data directly from NGO partners in a manner that is adapted to the 
local situation and capacities. The box below outlines a “light” approach 
that may be appropriate in some cases, especially at sub-national level. 

� Collect information on the planned food security response activities of 
each actor in specific areas including details of: 
- the nature and levels of service/assistance the organization plans to 

deliver (food, cash, vouchers, seeds, etc.) to specific groups of 
beneficiaries; and 

- when/at what frequency and on what basis it is delivered (e.g. whether 
to households or individuals). 

� From regular progress and monitoring reports, extract information on: 
- the services/assistance actually delivered to particular groups of 

beneficiaries in specific areas (broken down by sex and age for 
services/assistance provided to individuals); and  

- the reasons for any divergence from what was planned.   

� Up-date all these data regularly. 

� Complement these activity-related data with additional information on 
each organization as needed. This may include: 
- their mandate/mission, areas of expertise, overall aims and the 

priorities they want to address; 

- the resources they have, what they hope to mobilize, and the types and 
quantities of assistance they intend (or might be able) to provide; 

- the geographic and service areas into which might be able to extend 
their activities;  
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- when they expect to initiate any new activities, or extend activities to 
new geographic areas, and when to phase down and close particular 
activities. 

The combined information is important for assessment and planning purposes 
but also provides the Cluster Coordination Team with the understanding 
necessary to work with the various actors individually, or in groups, to 
overcome obstacles, increase partners’ commitment and improve collective 
performance towards achieving the objectives agreed in the FSC strategy plan. 

Example of a “light” participatory 3W system at sub-national level in DRC 

In DRC, a light and efficient system has been tested that requires little technical capacity, time and 
resources, only good facilitation skills from the Cluster Coordination Team.  

The 3W system was initially used by the FSC but it was found to be very time-consuming for NGOs 
and it was therefore difficult to get feedback by email. Written feedback from local field workers 
would have to be validated by their headquarters in Kinshasa or elsewhere, a requirement that could 
considerably delay the feedback. In addition, in order to be useful for gap analysis, the information 
was needed at a lower administrative level than the one proposed.  

An alternative model was therefore developed whereby FSC partners map their activities during a 
FSC meeting at local level.  

Participants are provided with a blank map/poster of their region and colour pencils, and they map 
on different posters the needs, planned interventions and actual interventions. It is easy, fast and 
field-oriented. The output is not very precise but it immediately highlights duplication and gaps and, 
therefore, it is considered very useful. In addition, the process and discussions that take place while 
the mapping is done are useful for coordination.  

 

Processing “4W” data 

� Before entering data into the standard (or country-customized) 3/4W data 
base, check for plausibility to remove any evident mistakes and, as needed, 
match place names to the standard COD established by OCHA. 

� Consider useful ways of presenting the data, including using maps 
(depending on the cartographic/GIS skills available). 

 

Analysing “4W” data 

The 3/4W database is an analytical tool as it allows analysis of the 
humanitarian capacity present in the field. 
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� “Map” the data using tables and maps (depending on the GIS capacity 
available) to show the coverage of different geographic areas by different 
organizations and activities.  

N.B. The geographic breakdowns should be based on agricultural and 
livelihood zones, not just administrative boundaries in order to inform 
food-security analysis and planning. This may be at more detailed level 
than that used by OCHA for the overall inter-sectoral 3W/4W database. 

� From the tables and maps, identify any overlaps among the service and 
assistance activities of different organizations and, more important, any 
gaps in geographic coverage for humanitarian food-security response 
including any areas that might be benefiting from some services/assistance 
but lacking in other important forms of FS support.  

 

Disseminating “4W” information 

� Make the data and information available to OCHA for inclusion in their 
inter-sectoral 3W/4W database. 

� Share the compiled information in the form of a standard report with all 
food security stakeholders to ensure that everyone is “on the same page”. 

� Bring the gap (and overlap) analyses to the attention of the CLA(s), other 
main food-security stakeholders, and individuals responsible for situation 
and response analyses. 

 

Tools and further guidance 

� Operational Guidance on Responsibilities of sector/cluster leads & OCHA in 
Information Management, draft, OCHA 2009  

� IASC Cluster-Sector Leadership Training (2007) Tip Sheet – Information 
Management – http://www.humanitarianreform.org/Default.aspx?tabid=143 

� WASH Cluster Coordination Handbook, Global WASH Cluster 2009, section 3.1 
Managing information in emergencies: an overview 

� Equipping the office for good information management, 4.2 in Managing 
WHO Humanitarian Response in the Field, WHO 2008 
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4.8 Preparing Reports; Using Maps  

 
Regular reports are essential but must be well-prepared. Maps can be valuable 
tools for synthesizing and communicating information. This section provides hints. 

 

Writing reports 

� Where an existing reporting format is available, use it (to save time and 
avoid providing unnecessary information). Provide follow-up information 
that is requested later.  

� Ensure note-taking at all cluster meetings (national, sub-national and 
working groups), the recording of the views of different stakeholders, and 
the circulation of minutes. 

How to ensure that reporting is useful and reports are read 

When reporting for a diverse range of stakeholders, consider the following points: 

� Keep reporting simple, relevant, timely and to a minimum; 

� Use appropriate language for local actors and communities; 

� Translate reports where needed; 

� Highlight key information and recommendations; 

� Use the information that is reported to the cluster, or don’t ask for it; 

� Report the impact of activities, not just inputs; 

� Report progress as a proportion of the assessed overall need, not just absolute figures; 

� Avoid the use of acronyms and abbreviations and technical and specialist terminologies 
and concepts; 

� Maximise the use of visual imagery while maintaining small file sizes wherever possible, e.g. 
maps, photos, diagrams, and drawings; 

� Proof read for spelling, grammar, page numbering and consistent presentation;  

 

� Give upward and downward reporting equal priority; 

� Follow up late reporting with cluster partners; 

� Circulate reports widely; post on the web site, circulate electronically and in hard copy as 
required; 

� Put in place a mechanism for dealing with complaints from cluster partners who disagree 
with the contents of reporting. 
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Using Maps to Present and Analyse FSC Data and Information  

If the FSC Coordination Team does not possess advanced mapping/GIS skills: 

� Seek assistance in mapping from the OCHA Information Management 
Unit (IMU) or Humanitarian Information Centre (HIC), if present. In such 
cases, the FS-CCT will provide data to OCHA and discuss and agree with 
the OCHA GIS officer on the final mapping product. Alternatively:  

� Obtain a general reference map of the country (or a sub-region of the 
country) from OCHA or download one from the internet

45
 and import it 

into Power Point or a text box where other graphics or text can be added 
(superimposed on or placed alongside the map). 

Much humanitarian data has a geographic component and maps are a very 
effective means of presenting and communicating a large amount of data in a 
simple, readily-understandable form. Maps complement other information very 
well, for example:  

- street plans of the capital can complement the Contact Directory by 
showing office locations;  

- topographic maps of the country support the available background 
information;  

- administrative boundary maps help people to understand the political and 
social set-up of a region. 

As examples: 

- In Tajikistan, the 3W output map highlights the presence of different 
actors by district, using signs to represent each organisation. 

- In Libya, the 3W map provides an overview of the organisations present by 
location as well as their key activities. Organisation acronyms are shown 
on the map. 

- In Pakistan, the Agriculture Cluster produces one 3W map by number of 
households assisted and another by number of organisations present in a 
district. Districts are shaded by colour according to these numbers (see 
example below).  

                                                      

45 Maps can be downloaded from (http://www.un.org/depts/Cartographic/english/htmain.htm) 
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Chapter 5 

COORDINATING ASSESSMENTS & ANALYSES  
 

 

5.1   Promoting coordinated assessments ........................................  

5.2   Agreeing a preliminary planning scenario..................................  

5.3   Facilitating initial and subsequent assessments ..........................  

5.4   Agreeing a situation analysis (including priorities and gaps) ............  

5.5   Agreeing a response analysis ................................................  

5.6   Facilitating joint (or coordinated) situation monitoring .................  

5.7   Identifying and addressing gaps and duplications ........................  

 

 

 

 

The diagrams on the next page show: (i) the role of the FSC in the overall 
cycle of assessment, analysis, planning, implementation and monitoring/ 
evaluation activities; and (ii) the sequence of, and inter-relationships among, 
the different phases of FSC assessment, analysis and planning activities 
(extracted from the overall chart presented in Overview 0.2 in the “in a 
nutshell” tables at the front of this Handbook).   
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Indicative schedule of FSC Assessment-Analysis & Planning activities 

Activity 
Pre-

crisis 

Weeks (indicative) => Months (indicative) => 

1 2 3 4 2 3 4 5 6 7 8 ... 

                

Initial rapid assessment   
    Multi-sector/multi-cluster IRA (when feasible) 

    Complementary FS data collection & analysis 

P
h

a
s
e

 1
: 

3
 d

a
y
 

Analysis outputs 
   FSC preliminary scenario  

   �    HCT inter-sectoral  preliminary scenario & priorities 

Planning 
(response & 
appeals ) 

   �   Initial FS responses, coordinated  

      �   FSC proposals for Flash Appeal & CERF 

         �   HCT Flash Appeal & initial CERF allocations 

P
h

a
s
e

 2
: 

1
5

 d
a

y
s
 

Analysis outputs 

     FSC situation analysis & planning scenario 
     �   FSC response analysis 

     �   HCT up-dated inter-sectoral priorities 

Planning 
(response & 
appeals ) 

        �   Refined initial FS responses 

        �   FSC up-dated Flash Appeal proposals 
           �   HCT up-dated strategy & Flash Appeal 

                

Monitoring the situation 
and response outcomes 

               

                

Detailed FS sub-sector 
assessments 

               

 Analysis outputs 
       

Refined FSC situation & response 
analyses and planning scenarios 

       
�   HCT Common Humanitarian Action 

Plan, prioritized 

 
Planning 
(response & 
appeals ) 

          �   Refined FS responses 

          �   FSC CAP proposals 

             �   HCT CAP 
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5.1   Promoting Coordinated Assessments 

 

Shared understandings of the situation, needs, risks, priorities and the feasibility, 
pros and cons of different possible responses are prerequisites for coordinated 
responses. Joint analyses are necessary and should be based on coordinated 
assessments. 

 

� Assessments efforts should be coordinated among partners and with 
national authorities to ensure coverage of all affected areas and populations, 
effective use of available assessment resources, and common 
understandings and consensus on needs and response priorities. 
Assessments should be undertaken jointly wherever possible. As a 
minimum, data collection should be harmonized and situation and 
response analyses undertaken jointly. 

� FS Assessments (including analyses) cover food availability, access and 
utilization including changes, trends and risks in relation to each of these 
components. 

� Assessments and situation monitoring – data collection, analysis and 
reporting – must be phased and prioritized to meet decision-making needs 
during the first few days, weeks and months of response and then continue 
during any protracted humanitarian and early recovery assistance operation. 

� Situation analyses, response analyses and response plans must be 
progressively refined through an iterative process that addresses 
emergency/ humanitarian needs and seeks to expedite recovery. 

The process of assessment, situation analysis, response analysis, response 
planning, and response implementation, with a feed-back loop through 
monitoring and evaluation, is shown in the diagrams on the previous page. 

 

Recommendations of the IASC Needs Assessment Task Force 

Phasing of assessments 

The IASC Needs Assessment Task Force (NATF) has developed Operational 

Guidance for Coordinated Assessments in Humanitarian Crises (Feb. 2011) 
identifying four phases of data collection analysis and reporting. These phases 
and their essential characteristics are shown in the table below (next page).  



 

Phases of assessment - FS sector within multi-cluster/inter-sectoral assessment processes 

Phases 
PHASE 0 

Before onset 

PHASE 1 
First 48 hours 

PHASE 2 
Days 3-15  

PHASE 3 
Weeks 3-4  

PHASE 4 
Continuing  

ASSESSMENT 

TYPE 
Analysis for 
contingency planning  

Preliminary scenario 
definition ( “snapshot 
diagnosis”) 

Multi-cluster and sector Rapid 
Assessments 

Cluster/Sector In-depth 
Assessment 

Continued refinement & updating of 
Cluster/sector In-depth Assessment 

PURPOSE 

(OBJECTIVES) 

To ensure readiness 
to respond in a 
coordinated manner 

To inform immediate FS 
response decisions and 
appeals 

To input into initial inter-
sectoral analysis and 
prioritization  

To define focus for phase-2 
assessment and provide 
baseline/inputs for second 
analysis 

To inform initial response 
plans (e.g. for 3 months) and 
adjust appeals 

To define focus for phase-3 
assessment 

To inform the refinement of 
response plans and appeals 

To increase the focus on 
recovery possibilities 

To inform the  design & 
establishment of monitoring 
systems 

To specify any needs for more 
in-depth sub-sector analyses 

To update situation and response 
analyses  

To inform the refinement of response 
plans, implementation & monitoring 
systems, and appeals 

To inform planning for transitioning to 
recovery & development 

To provide benchmarks as to when the 
switch towards early recovery needs to 
happen 

DECISIONS TO BE 

INFORMED 

Who will do what, 
where and with what 
resources when the 
emergency occurs 

How assessment 
and response will be 
coordinated and 
prioritized 

Immediate response actions  

Initial appeals (e.g. Flash 
appeal) 

Mobilization of technical & 
management expertise for 
assessments and initial 
response 

Inform National 
Government’s 
communication/ messaging 

Response actions including 
gap filling (first 3 months?) 

Geographic targeting 

Beneficiary selection criteria & 
systems 

Response implementation & 
monitoring systems 

Revised appeals 

Communication strategies 

Aid Agencies proposals 
planning 

Support donors’ decisions 

Support and inform cluster 
partners fund raising 

HCT agenda 

Government agenda 

CAP (including CHAP) and MYR 

PDNA/PCNA and National Early 
Recovery / Reconstruction Plan 

Transitional planning (LRRD) 

INFORMATION 

OUTPUTS 

REQUIRED 

Baseline data on FS 
situation, capacities  

Impacts of previous 
similar crises 

Likely FS impacts 
this time 

Lessons from 
previous response 
operations 

Preliminary scenario 
including: 

-- Nature & scale of 
response likely to be 
required  

-- Priority needs, areas and 
population groups 

-- Expected timing & 
duration of needs 

Initial FS situation analysis -- 
numbers, impacts, causes, 
forecasts, risks… 

Updated planning scenario 

Initial FS response analysis 
including -- options, 
capacities, constraints, likely 
effectiveness & efficiency… 

FSC strategic approaches 
further defined 

Joint interagency or inter 
cluster assessments 

Joint interagency or inter 
cluster situation analysis 

Gaps/Duplication Matrix 

Recovery progress monitoring 

Aid impact evaluation 

Identification of new needs or “next” 
needs 

Challenges to recovery and triggers to  
initiate recovery-oriented strategies 

Institutional capacity analysis 



 

In the table on the previous page: 

- Phases are as proposed by the Inter-Agency Needs Assessment Task Force (NATF). 

- The timings indicated are for response to a sudden-onset crisis taking account of 
decision-making requirements but should be adapted to the specific context.  

- Phase 1&2 assessment activities are considered to focus on saving and sustaining 
livelihoods and re-establishing essential services.  

- Phase 3&4 assessments are considered to focus on saving livelihoods and re-
establishing essential services (and promoting early recovery?). 

The time frames of the different phases may vary according to the context and 
there may not be a clear separation among the different phases. However, at the 
outset – within about 48 hours (on day-1, if possible) – good best guesses in 
the context of a preliminary scenario are needed to inform food security 
response decisions in the first few days

46
. Good information is then required 

within 10 to 15 days of any crisis onset in order to refine initial responses and 
inform funding decisions and the Flash Appeal [see 6.3]. More detailed 
information is then required to inform ongoing humanitarian assistance and the 
planning and implementation of recovery interventions. 

Depending on the findings of the rapid assessment process (phase 2 of the 
overall assessment process), detailed follow-on sector and/or sub-sector 
assessments and surveys may need to be undertaken in particular areas and 
should be coordinated among Cluster/sector actors.  

 “Coordinated” assessments 

The IASC-NATF guidelines reflect an IASC commitment to coordinated 
assessments, which may be either joint or harmonized assessments, in order to 
enhance the quality of overall humanitarian response: 

Coordinated – “joint” or “harmonized” –  Assessments 

Coordinated assessments are those which are planned and carried out in partnership with other 
humanitarian actors, with the results shared for the benefit of the broader humanitarian community to 
identify the needs of the affected population of a humanitarian crisis. 

“Coordinated assessment” includes several different types of assessments, ranging from inter- and 
intra-cluster/sector joint assessments to single-agency assessments that are harmonized. 

- Harmonized assessment: Data collection processing and analysis is undertaken separately, 
however the data is sufficiently comparable (due to the use of common operational datasets, 
key indicators, and geographical and temporal synchronization) to be compiled into a single 
database, and to serve as the subject of a shared analysis. 

                                                      

46 Immediate food security response may include urgent humanitarian food assistance but also immediate action to 
ensure seeds for rapid re-planting in the days following a flood, for example. 
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- Joint assessment: Data collection, processing and analysis form one single process among 
agencies within and between clusters/sectors. This leads to a single report. This is sometimes 
also referred to as a 'common assessment'. 

In contrast uncoordinated assessments are those in which data sets are not inter-operable, and the 
results cannot be used to inform an overall analysis. 

[Operational Guidance for Coordinated Assessments in Humanitarian Crises, IASC 2011] 

Joint assessments may be possible at the onset of a crisis if arrangements have 
already been agreed in the context of inter-agency contingency planning. 
Otherwise it is likely to require considerable time and effort to build consensus 
on indicators and methods and a harmonized approach will have to be adopted. 

By coordinating assessments, organizations can: 

� promote a shared vision of needs and 
priorities 

� establish an understanding of priority 
needs from an integrated perspective 

� permit agencies to make better decisions 
on assistance strategies 

� obtain a more comprehensive picture of 
needs and serve as a basis for integrated 
planning 

� encourage coordination during response 
and consistency within and between 
clusters 

� increase coverage 

� use resources more efficiently 

� reduce duplication of effort 

� promote inter-agency learning 

� minimize beneficiary “assessment fatigue” 

� identify gaps with greater precision 

� better guide donor funding 

� support shared monitoring processes 

� support assessment preparedness at the 
country level 

[Edited from Operational Guidance for Coordinated Assessments in Humanitarian Crises, IASC 2011] 

Responsibilities for coordinated assessments 

Country-level cluster/sector lead agencies are expected to ensure effective and 
coherent sectoral needs assessments. Operational agencies have the primary 
responsibility for undertaking assessments. They are expected to do so in a 
coordinated manner and to adhere to the definitions, principles, methodologies 
and approaches set out in the IASC-NATF guidance. That guidance suggests 
responsibilities as follows: 

Responsibilities for assessments (adapted from IASC-NATF guidance 2011) 

Humanitarian 
coordinator 

Coordinate 
inter-cluster/ 
sector 
assessments 
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Cluster/sector 
coordinator 

Support inter-
cluster/sector 
assessment. 

 

Coordinate 
intra-cluster/ 
sector 
assessments 

� Support inter-Cluster/sector assessments 

� Promote joint assessments within the Cluster/sector 

� Coordinate assessments of Cluster/sector members 
and promote the use of common tools and indicators for 
harmonized assessments when a joint assessment is 
not possible 

� Set out standards for Cluster/sector assessments 

� Support joint cluster/sector situation and response 
analyses 

Cluster/sector 
partners/members 

Support and/or 
implement 
coordinated 
assessments 

� Share information on assessments with the CCT and 
Cluster/sector partners 

� Participate in joint assessments at the Cluster/sector 
level, or use common tools and indicators for 
harmonized assessments 

� Contribute to joint Cluster/sector analyses 

 

Possible issues for the FSC 

The NATF framework described above implies that specific sectoral 
assessments are initiated only after two weeks, the first two weeks after onset 
being devoted to multi-cluster assessments based on the “MIRA” guidelines. 
The preliminary scenario definition (in 24-72 hours) and the rapid assessment 
(1-2 weeks) should provide valuable, inter-sectoral overviews of the situation 
and permit initial, joint, inter-sectoral analyses (and prioritization) of needs and 
risks. However, additional information may be needed to determine which FSC 
responses will be most appropriate and feasible – whether food transfers, cash 
or vouchers, for example. 

The FSC CLA/s and Coordinator may need to review this possible need for 
additional information with key FSC members/partners and try to agree on a 

coordinated/harmonized approach to the collection of such information in order 
to inform an initial, joint response analysis during the first two weeks. 

 

Tools and further guidance 

� Operational Guidance for Coordinated Assessments in Humanitarian Crises, 
provisional version, IASC Needs Assessment Task Force, Feb. 2011 

Tools and further guidance for conducting assessments are listed at the end of 5.4. 
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5.2   Agreeing a Preliminary Planning Scenario 

 

A preliminary (“best-guess”) scenario, based on preliminary (mainly secondary) 
data and experience, should be prepared rapidly to provide a basis for response 
decisions in the first few days and inform the planning of a rapid assessment. It 
should consider impacts on, and prospects for, food availability, access and 
utilization. 

 

A preliminary scenario is a concise statement (hypothesis) indicating: (i) what the 
impacts on the population and the sector are expected to be; (ii) how the 

situation is likely to evolve; and (iii) the kinds of interventions and assistance that 
could be needed (and what may not be needed). 

What is the purpose of a Preliminary Planning Scenario? 

The preliminary scenario drawn up at the onset of a crisis: 

� helps to focus attention during the first few hours and days on what are likely to be the priority 
issues; 

� provides a basis for immediate decisions on actions that may be needed to save and sustain 
lives, and initial decisions on the mobilization of human and material resources; 

� informs the planning of the initial assessment by suggesting issues the assessment should give 
particular attention to, the areas that should be visited, and the specific information that should 
be sought; and 

� provides a basis for the preparation of an initial/”flash” appeal while initial field assessments are 
continuing.  

When drawn up with partners, the preliminary scenario helps to ensure shared understandings of the 
probable nature of the needs and risks, and thus facilitates collaboration in the initial assessment and 
coordination of initial responses. 

 

The general nature of the impacts and risks arising from particular types of 
disaster are predictable, given knowledge of pre-crisis conditions in the 
affected area. (The details – the severity of impact, the numbers of people and 
institutions affected or at risk, and the speed with which the situation evolves – 
are situation-specific.) A preliminary “best guess” scenario for food security 
should: 
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� be drawn up within 24 to 72 hours of onset (for a sudden-onset crisis);
47

 

� be prepared by locally-experienced experts on the basis of knowledge of 
the impacts of previous similar events in the same or similar areas, and 
preliminary information on the extent and severity of actual impact; 

� be refined progressively as more information becomes available and initial 
assessments produce a detailed, evidence-based situation analysis and a 
planning scenario. 

It should: 

� identify distinct geographic zones in terms of intensity of impact or 
livelihood characteristics; and 

� distinguish among population groups (kinds of households) that may be 
differently affected or face different risks in order to ensure appropriately 
differentiated immediate responses. 

It should be drawn up together with Cluster partners and national authorities 
whenever possible, but preparation should not be delayed waiting for a large 
group to convene or be formed. 

This “initial assessment” – the preliminary scenario development – by the FSC 
should be coordinated with similar efforts in other sectors (by other Clusters) 
under the leadership of the RC/HC and HCT. If an UN Disaster Assessment 

and Coordination (UNDAC) 48 team is present they will support the RC/HC in 
that function and the FSC CCT should coordinate with and provide information 
to them.  

 

How to go about preparing a preliminary scenario 

� If a contingency plan exists for this kind of event: Look at the scenario(s) 
used in that plan and consider how the present situation may differ from 
the one envisaged when the plan was prepared.  

                                                      

47 In case of a slow-onset crisis a scenario may be prepared on the basis of available early warning and other data 
within 3 days of an alert that a situation has deteriorated to a point where remedial action is needed, and serve as a 
first step towards organizing an assessment and remedial action. 

48 UNDAC is a stand-by team of disaster management professionals. A team can be deployed within hours if 
requested by the RC/HC or host government to carry out rapid assessments, establish cross-sector coordination 
and information management systems, and support national authorities and the RC/HC in coordinating the 
international response during the first few weeks. 
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� If no relevant contingency plan exists: Review the typical effects of the kind 
of event concerned and look at the reports of, and lessons-learned from, 
previous similar situations in the country or in similar areas of 
neighbouring countries. 

In all cases, bring together as many as possible of the key food security actors 
and experienced local professionals to agree on a preliminary “best-guess” 
scenario using, amongst other sources, existing country profiles and any 
livelihood baselines: 

� Contact a few key informants in the capital and the areas reported affected 
and, working with partners as much as possible, consolidate information 
available on the areas affected and the severity of the impact. 

� Liaise with the RC/HC, relevant national authorities and others to obtain, 
or help prepare, a map with contours showing the areas reported to be most 
severely affected and those less affected. This may reflect the depth of 
flood water, the extent of physical damage or the intensity of fighting, etc. 

� Examine baseline secondary data available (in the country office, on the 
Internet and from other sources) on the normal situation in the areas 
apparently affected: 

- compile data on the distinct population groups living in the area(s), 
their characteristics and numbers; 

- identify agro-ecological and/or livelihood zones in the areas affected; 

- prepare a time line showing the major events that have affected the 
whole area, or particular sub-areas or population groups, in the last 
few years and how those events may have affected sector conditions 
either directly or indirectly through changes in contextual factors; and 

- review information on the effects of previous shocks/crises in those 
areas and the lessons from the responses to those events. 

� In case of displaced populations, focus on: 

- their locations and what is known about the physical environment and 
resources in the localities where they are or towards which they are 
moving; 

- their characteristics, leadership structures, ethnic/social divisions and 
demography – whether they are whole families or predominantly 
women, children and old people, for example; 

- their numbers at present and the rate at which people are arriving; and  
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- whatever may be known about their general condition and the 
resources (if any) they have brought with them. 

� If it is possible to make rapid, initial visits to one or two key sites (e.g. by 
helicopter together with government officials), meet quickly with local 
officials and visit a few vital sector facilities and selected communities (e.g. 
urban neighbourhoods and/or displaced persons camps):  

- Select an itinerary that will help to identify areas where immediate 
life-saving assistance may be needed while at the same time getting 
first impressions concerning the situation throughout the whole 
affected area. 

- Try to compare the current situation with the pre-crisis baseline and 
get a rough idea of the nature and severity of the change in the 
situation.  

� Write up a preliminary scenario using the format below.
49

 Do this in an 
early meeting with key sector partners, if possible. 

� On the basis of the scenario, agree among partners on priorities and who 
will do what, where in the next few days (pending the rapid assessment 
and associated more detailed analysis). 

 

Tools and further guidance 

� Managing WHO Humanitarian Response in the Field, WHO 2008, sections 3.2 
Preliminary enquiries, and 3.3 Establishing an initial working scenario 

FAO-TCE was preparing a Rapid agricultural sector damage assessment guide 
(RASDAG) in late 2010 which may provide relevant guidance.  

 

                                                      

49 The format for a preliminary FS scenario suggested below is adapted from WFP 2004, EFSA Handbook, first 
edition, and WHO 2008, Managing WHO humanitarian response in the field. 
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Possible format for a Preliminary (“best-guess”) Scenario 

 

Context 

Nature/cause of the crisis  

Geographic area(s) affected  

Main livelihood (and ethnic) groups; their locations 
and particular vulnerabilities 

 

Total population (breakdowns by area and 
population group, if available) 

 

Scale and probable duration of any population 
displacements  

 

Pre-crisis general food security and nutritional 
status (with seasonal and inter-population-group 
variations) 

 

Pre-crisis food/livelihoods/agriculture context & 
annual cycle/calendar 

 

Existing national capacities and programmes  

Food availability (stocks, production and markets) 

Likely impacts on: / 

food stocks, livestock   

crops, fish production, forest resources   

crop/ livestock/ fisheries input systems and 
services (water, seed, feed systems, etc.) 

 

market systems and prices (for food and 
agricultural products) 

 

Probable compensatory reactions by the 
government, traders and others 

 

Probable net effects and risks for food production 
and supplies in the next few days, weeks, months 

 

Livelihoods and households’ food access 

Likely impacts on:  / 

livelihoods, employment and income (different 
population groups) 

 

households’ access to food (different 
population groups) 
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Probable compensatory reactions: / 

coping strategies of households (different 
population groups) 

 

role of community safety nets and solidarity  

role and effectiveness of existing government 
and other/NGO programmes 

 

Probable net effects (unmet needs) and risks  

Food utilization  

Likely impacts on capacities to process and 
prepare food  

 

Likely short-term effects on nutritional status  

Extent to which existing services will be able to 
cope 

 

Probable net effects (unmet needs) and risks  

Preliminary analysis of priority FS problems & risks  

Principal immediate problems – availability, access 
and/or utilization – by area and population group 

 

Principal short-term risks by area and population 
group 

 

Special factors to be considered in relation to 
response, targeting, etc. (e.g. gender, protection) 

 

 

Immediate actions required (in next few days pending rapid assessment) 

Immediate time-critical actions required to:   

(i) save/sustain lives  

(ii) protect livelihoods & essential systems  

(iii) enable early recovery  

Follow-up actions likely to be needed  

 

Priority aspects to be followed up in the initial assessment 

Geographic areas for which information is lacking  

Key aspects on which more data are needed to 
inform response decisions 
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5.3   Facilitating Initial and Subsequent Assessments  

 

The best possible information and analyses of the situation in the sector is 
available when needed to inform decision-making at all stages of response.  

 

Assessments must provide reliable, verifiable information on: 

- the impacts of the event on people and sector support systems – the present 
situation and what has changed from the pre-crisis situation; 

- how the situation is expected (forecast) to evolve; 

- the prioritized needs for survival and the protection and recovery of 
livelihoods of each distinct, affected population group, differentiating 
between time critical and other needs and actions;  

- the prioritized needs for recovery of sector support systems;  

- the resources and capacities available;  

- the general context including any particular constraints (security, socio-
cultural factors, environment, etc.) and inter-sectoral issues. 

Time critical needs and actions are things that must be done before a specified 
deadline to have the desired impact. For example: seeds must be available to 
farmers in time for planting – seeds delivered too late will be useless; the 
provision of ready-to-eat foods to people unable to access or cook any food; 
actions that must be completed before roads become impassable due to rains or 
foreseeable seasonal increases in fighting; conditions that, if not addressed in 
time, may lead to a much larger disaster (e.g. locusts, animal disease, oil spills, 
dam safety). 

Analysis is an integral part of assessment and 5.4 (situation analysis) and 5.5 
(response analyses) should be read together with the present section. 

The guidance in this section assumes that, as indicated in 5.1, a “rapid” 
assessment (1-2 weeks) follows on from the “initial” assessment/preliminary 
scenario definition [see 5.2]. It is followed by a more in-depth FS assessment 
(3-4 weeks). The resulting situation analyses must be regularly up-dated on the 
basis of information from ongoing situation monitoring [see 5.6]. 

 

During both rapid and more in-depth assessments: 

� Data must be collected, checked, compiled, analysed and reported in time 
to inform decisions. Data from the rapid assessment should also provide an 
initial baseline for monitoring. 
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� Maximum use must be made of secondary data but all such data, whether 
on the current situation or pre-crisis, must be reviewed for reliability and 
the precise area(s), population(s) and time period(s) to which they relate.  

� Primary data collection should focus on filling gaps in information or 
cross-checking information that may not be reliable or up-to-date.  

� Data should be disaggregated by area, population group, age and sex,
50

 as 
much as possible, and by a locally-relevant breakdown of different types of 
livelihoods (e.g. large farmers, small farmers, fishing, forest-based, 
agricultural labour, rural non-agricultural employment,

 51
 urban employed, 

urban precarious, etc.). 

� Local professionals who know the context must be mobilized and 
contribute to the assessment and analysis processes. The affected people 
should participate to the extent possible. 

� Assessments should take a holistic approach with a livelihoods focus; the 
specific characteristics of all relevant sub-sectors (crops, livestock, 
fisheries, etc.) should be considered and relevant experts – local or 
international as required – included in assessment teams. 

� While the primary focus will necessarily be on the humanitarian situation 
and survival needs of the population, appropriate experts should also 
undertake first, rapid assessments of the situation of critical livelihood and 

sector-support systems to identify any time-critical actions needed to 
sustain those systems. 

Conclusions should be based on convergence of evidence from a range of sources 
including all FS partners/actors (government, regional institutions, FAO, WFP, 

other international organizations, NGOs). 

 

“Rapid” assessments at the onset of a crisis  

The preliminary scenario [see 5.2] should have identified the geographic areas 
and particular aspects on which the follow-on rapid assessment should focus. 
In that context: 

                                                      

50 To facilitate analysis of the different impacts on men, women, boys and girls, it can be important to collect data in 
relation to specific sex- and gender-oriented questions but it is equally important to record and analyse separately 
the different responses of men, women, boys and girls to general food-security-related questions. 

51 Be careful about using “landless” as a category as some households may be landless but have significant 
livelihood activities such as fishing. Problems were experienced in Myanmar in 2008 due to ill-thought-out use of 
“landless” as a category. 
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� Contact the Humanitarian Coordinator and the coordinators of the 
Nutrition, Health and WASH clusters, and relevant government entities, to 
determine whether it is intended – and possible – to immediately organize 
a multi-cluster/sector rapid assessment (MIRA).

52
  

Where a MIRA is to be undertaken: 

If arrangements for a MIRA have already been agreed in advance in the 
context of an inter-agency contingency plan, immediately activate the agreed 
procedure. If not, the CC (and CLA/s) should: 

� Contribute to rapid the design and planning of the MIRA (together with 
other key FSC partners) – see Annex I – and ensure that the core set of 
food-security-related data to be collected is realistic and adapted to the 
local situation; 

� Work with the MIRA management team to mobilize FSC partners to 
collaborate in that assessment to the extent that their resources permit; 

� Work with FSC partners to coordinate the simultaneous collection of any 
additional information that may be needed to inform:  

- immediate food-security response decisions; 

- interpret the MIRA data and prepare a situation analysis; and 

- permit an adequate response analysis; 

Additional information might be needed on the market systems for food, 
agricultural inputs and other livelihood support systems, and any existing in-
country safety-net mechanisms, for example.  

Information will also be needed on logistics capacities and constraints, but 
this should be provided by the Logistics Cluster. 

� Work with FSC partners to agree on arrangements and a schedule for a 
follow-on emergency food-security assessment appropriate to the context 
including:  

- the method/s to be used; 
- whether a “joint” assessment will be possible or only “harmonized” 

assessments by partners; 
- the common, core data to be collected; and  
- practical arrangements and responsibilities. 

                                                      

52 MIRA is a multi-cluster/sector initial rapid assessment as proposed and described in Operational Guidance for 
Coordinated Assessments in Humanitarian Crises, IASC Needs Assessment Task Force (NATF) Feb. 2011. Such 
a joint assessment may be possible if arrangements had already been agreed in advance in the context of an inter-
agency contingency plan, see 4.1.  
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Various methods are available for food security assessments in emergency 
contexts. Some of the more widely-used methods are listed under Tools & Further 
Guidance at the end of this section. One or more methods should be chosen for 
use by FSC partners taking account of established policies and practices in the 

country, the expertise available, and the familiarity of in-country personnel with 
particular methodologies. 

The following schema outlines the principal steps and typical schedule for 
organizing any rapid assessment: 

 Principal steps in organizing & undertaking a rapid assessment 

(1) Initial 
decision 

Agreement among sector agencies and the relevant government entity that an 
assessment is needed. 

  

(2) 

Planning the 
assessment  

1-2 days 

 

Half-day planning meeting and follow-up work by individuals and sub-groups to: 

1. compile available (secondary) data and agree a preliminary scenario; 

2. agree the objectives, scope of work and timeframe (dates) for the assessment, 
and its relationship to other assessment activities; 

3. agree information requirements, data collection methods, and criteria for deciding 
where to go (site selection procedures) and with whom to talk; 

4. agree the data collection instrument (e.g. customize the IRA form); translate into 
local languages as needed; prepare related interview guides and analysis sheets; 

5. identify personnel (and interpreters, if required) for fieldwork; 

6. prepare maps, supplies, equipment (including tents, food, if necessary) and 
background information kits for field teams; 

7. assemble and train fieldwork teams; 

8. arrange transport (including fuel), security and communications for teams; 

9. inform key persons (officials and others) in areas to be visited;  

10. arrange for the processing and analysis of data during and after the fieldwork. 

  

(3) 

Field work 

5-6 days 

 

Visits by teams to purposively-selected areas/sites to: 

- interview and collect data from officials and other key informants in the 
administrative centres to be visited; and 

- interview community groups and households. 
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(4) 

Analysis and 
reporting 

3-4 days 

Processing and analysis of data (primary and secondary) 

Identification of priority problems, needs, risks and gaps (current & expected) 

Analysis of possible response strategies; development of recommendations 

Preparing the report  

Disseminating the report 

 

Where no MIRA is envisaged: 

� Try to get agreement among the main food security actors, and if possible 
with other Clusters/sectors, on:  

- a specific phased approach to, and schedule for, assessments 
appropriate to the context; 

- a common set of core food security data to be collected by all partners 
in the context of their own initial assessments and, to the extent 
possible, the data collection and sampling methods to be used; 

- practical arrangements – see flowchart above – including geographic 
sharing of responsibilities to ensure reasonable coverage of all main 
areas; and 

- arrangements to share data and undertake a joint situation analysis. 

� Ensure broad local participation in the assessment process; define needs 
for translation of data collection instruments and ensure accuracy and 
consistency in translation. 

� Make sure that appropriate experts undertake first, rapid assessments of the 
situation of critical livelihood- and sector-support systems to identify any 
time-critical actions needed to sustain those systems. This may require 
visits to locations other than those targeted for assessment of the needs of 
the population. 

� Finally, compile data from different organizations’ assessments and, where 
possible, facilitate a joint analysis exercise. 

Use the guidance and adapt the tools prepared by the IASC-NAFT. In the 
meantime, it may be necessary to seek agreement on a compromise among the 
multi-cluster IRA, the WFP initial EFSA and other proven initial assessment 
approaches of other Cluster partners. 

It may also be necessary to start planning (and mobilizing human and other 
resources for) certain more in-depth, or sub-sector-specific, follow-on 
assessments even before the rapid assessment is completed. 
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Follow-on more detailed assessments 

Detailed follow-on assessments/surveys may be needed in relation to 
agriculture sector recovery, livelihoods, food security and/or specific sub-
sector assessments in relation to crops, livestock, fisheries, forestry and natural 
resources, etc.  

� Review the previously agreed framework and schedule for assessments 
and determine what, if any, adjustments need to be made taking account of 
any other already-scheduled assessments such as PDNA or PCNA

53
 and 

any planned FAO agricultural recovery assessment and programme 
formulation mission.  

� Agree on how the Cluster will collaborate with and contribute to any 
detailed, sector-specific assessments and inter-sectoral assessments. 

� Agree on any other food-security-related assessments or surveys might be 
needed – including the expected outputs – how and by whom they should 
be undertaken (the processes, roles and responsibilities).  

When coordinating, planning or contributing to follow-up assessments or surveys: 

� Define objectives and scope carefully, and draw up an analysis plan. 

� Mobilize relevant specialist expertise as well as cluster partners. 

� Thoroughly review available secondary data before defining primary data 
collection requirements. 

� Ensure that all locally-relevant sub-sectors are adequately incorporated in 
food security assessments (including urban livelihoods, rural non-
agricultural employment, livestock and livestock products, and fish and 
fishery products, in addition to crops).  

� Review relevant available methodologies and guidance and agree on the 
approaches and methods to be used.  

The CC must take care to be neutral and objective in this connection, and 
not be seen to push the methods favoured by his/her own organization.  

� Pre-test data recording formats and interview guides before training field 
teams. 

                                                      

53 PDNA = Post Disaster Needs Assessment. PCNA = Post Conflict Needs Assessment. Both are recovery-
oriented assessments organized by UNDP and the World Bank together with the Government and aim in particular 
at estimating economic losses. 
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� Clearly specify sampling procedures and sample size for both population 
and facility surveys. 

The steps are basically the same as shown above for a rapid assessment but the 
time frames are longer – typically 3 to 4 weeks in total – and it is important to 
devote sufficient time during the planning and initiation phases to gathering 
and reviewing already-available information. 

 

Tools and further guidance  

Guidance for food-security/livelihoods/agriculture assessments 

� Initial emergency food security assessments, EFSA Technical Guidance Sheet 
No. 6, WFP-VAM 2009 

[The initial EFSA of WFP aims to determine whether there is a food security and/or nutrition 
problem that poses an immediate risk to livelihoods requiring an immediate intervention 
and, if so, for whom, where and what type of intervention. The assessment, which relies on 
secondary data as well as focused primary data collection, must be conducted by staff with 
experience in assessments and food security in general (and who are capable of doing the 
analysis and interpretation). It includes looking forward – forecasting likely developments – 
in addition to describing the current situation. 

The guidance note includes a 9-page sample checklist for primary data collection and a 
template for compiling secondary and primary data and identifying gaps and necessary 
cross-checks. 296 pp] 

� Urban food security and nutrition assessments, Technical Guidance Sheet, 
WFP 2008 

[Provides guidance for addressing a number of substantive and methodological issues 
associated with conducting food and nutrition security assessments in urban areas. 34 pp] 

http://www.wfp.org/content/technical-guidance-sheet-urban-food-security-nutrition 

� Guidelines for Crop and Food Security Assessment Missions, FAO-WFP 2009 

[Detailed guidance for CFSAM missions, including how to plan and organize a CFSAM; 
how to analyse the context, agricultural production and market conditions; how to analyse 
aggregate the food supply/demand situation and draw up a staple food balance sheet; how 
to analyse household food security and emergency needs; and how to formulate 
conclusions and recommendations. 320 pp] 

� Emergency Food Security Assessment Handbook, 2nd edition, WFP 2009 

[Detailed guidance on the approach developed by WFP for emergency food security 
assessments based on indicators of mortality, nutrition status and household food security, 
the latter emphasizing the food consumption score (FCS) and coping strategies index (CSI). 
The handbook includes: part I – conceptual framework, objectives and types of EFSA; part 
II – data, indicators and sources of information; part III – planning and implementing an 
EFSA; part IV – analysing EFSA data including situation analysis, forecast analysis, and 
response analysis; part V – reporting EFSA results. Annexes include sample household 
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questionnaires, sample key informant questionnaires, sample checklists for group 
discussions, and notes relevant to choosing among response options. 296 pp] 

� Emergency Food Security Assessment Handbook, 1st edition, WFP 2005 

[Detailed step-by-step guidance on how to plan and organize an initial investigation and a 
rapid assessment and how to draw up terms of reference for an in-depth food security 
assessment. It does not assume of propose any particular methodology. 474 pp] 

The Household Economy Approach (HEA)  

[Developed originally by Save-the-Children (UK), HEA examines food access in the context 
of changes in households’ livelihood and coping strategies, their incomes and expenditures. 
It uses a variety of rapid appraisal methods to build up a picture of the economy of 
households in a defined population group and generate, amongst other things, quantitative 
estimates of the decline in household food access due to a shock. Assessments using this 
approach are undertaken at three different levels of detail and sophistication, and probable 
reliability – comprehensive, simplified and rapid – but the same level of specific HEA 
training and experience is required of assessors and interviewers in all cases: 

Comprehensive (classic) HEA see: 

� Save the Children UK (August 2000) The Household Economy Approach: a 
resource manual for practitioners, Development Manual 6. 

� Food Economy Group (2005), Guide to Rapid Food Needs Assessment. 

� [For a summary description] WFP-EFSA Handbook, 5.8, Quantitative 
analysis of household food sources, income and expenditures. 

Simplified HEA see: 

� WFP-Food Economy Group Technical Support Unit, WFP Sierra Leone 
(2002), Food Security Analysis Field Kit. 

Rapid HEA see: 

� SMART (April 2006), SMART Methodology: Measuring Mortality, 
Nutritional Status and Food Security in Crisis Situations, version 1, 
chapter 6, Food Security 

� Emergency Market Mechanisms Assessment TookKit, Oxfam & Practical Action, 
2010 

[EMMA is a set of tools and guidance notes (the reference manual on CD-ROM). It 
encourages and assists front-line humanitarian staff in sudden-onset emergencies to better 
understand, accommodate, and make use of market systems. It does not offer a simplistic 
blue-print for action. However, EMMA does provide accessible, relevant guidance to staff 
who are not already specialists in market analysis. Although designed with sudden-onset 
situations in mind, EMMA is also likely to be valuable for staff planning for the transition into 
the early recovery phase of programming. It is designed for generalists as well as staff 
specializing in food-security, shelter, water and sanitation sectors. It is also for their 
managers and for decision-makers responsible for planning initial and early responses to 
crisis.] 
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� Livelihoods Assessment Tool Kit (LAT), FAO 2009, volume 3 Initial livelihood 
impact assessment and volume 4 Detailed livelihood  assessment 

[This tool kit – 4 “volumes” in a single spiral-bound document – provides practical guidance 
on analysing and responding to the impact of disasters on the livelihoods of people. Vol.1 
provides a methodological and conceptual overview. Vol.2 provides guidance on 
establishing a livelihood baseline and contingency plan. Vol.3 provides concise guidance 
for an initial livelihood impact appraisal (ILIA) following a disaster, including checklists, that 
builds on the pre-disaster baseline. Vol.4 provides guidance for a detailed (participatory) 
livelihood assessment (DLA). 191 pp] 

� Guidelines for Emergency Assessments and Response Formulation in 
Agriculture, draft, FAO-TCER 2010  

[These guidelines are designed primarily for FAO assessment and response formulation 
missions but will also be useful for others. The draft includes an outline of the process of 
situation analysis, response analysis and the formulation of recommendations and 
synopses of key assessment methods and guidance available for different sub-sectors.] 

� Rapid agricultural sector damage assessment guide (RASDAG), draft FAO-
TCER, 2010 

[A guide intended for a 3-5 day assessment.] 

� Livestock Emergency Guidelines and Standards, chapter 2 Assessment and 
Response, LEGS 2009, Practical Action Publishing 

[Detailed practical guidance for assessment and livelihood-based response in the livestock 
sector developed by a multi-agency project involving FAO and other organizations 
interested in livestock. Includes checklists and many short case studies; 260 pp] 

� Socio-Economic and Gender Analysis (SEAGA) for Emergency and 
Rehabilitation Programmes, FAO & WFP 2005 

� When Disaster Strikes: a guide to assessing seed system security, L Sperling 
2008, International Center for Tropical Agriculture (CIAT), Colombia 

[Step-by-step practical guidance for assessing the effects of a disaster on a seed security 
system and determining the most appropriate response – guidance prepared for CRS with 
USAID support. 80+ pp] 

� Food Security Assessments, IFRC 2008? 

[A guide for local assessments] 

Guidance for inter-sectoral assessments 

� Operational Guidance for Coordinated Assessments in Humanitarian Crises, 
IASC Needs Assessment Task Force (NATF), Feb. 2011 

[This guidance presents the case, and proposes a framework, for coordinated assessments 
– which may be either “joint” or “harmonized” assessments – and outlines some standard 
operating procedures notably for a multi-cluster/sector initial rapid assessment (MIRA).] 
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� Preparedness for a Multi-Cluster Assessment: guidance notes based on 
MCRAM experience in Pakistan, UNICEF Asia-Pacific Shared Services Centre 
2010 

[A concise description of the “multi-cluster rapid assessment mechanism” developed and 
applied in Pakistan since 2008 including as annexes: steps to multi-cluster assessment 
preparedness; a proposed framework for assessments; notes on response planning for 
sudden-onset crises and sampling. 58 pp] 

� Guide for the Preparation of Post-Disaster Needs Assessments (PDNA) and 
Recovery Frameworks (RF), UNDP-UNDG-EC-World Bank, draft Feb. 2010 

[A PDNA is a government-led exercise with integrated support from the UN, the EC, the 
WB and other national and international actors. It combines an evaluation of economic 
losses and the identification of human development impacts and produces an all-
encompassing recovery framework (RF) and recovery action plan (RAP). The guidelines 
are in two volumes: Vol.A – Preparation and conduct of a PDNA with PDNA toolkit; Vol.B – 
Sectoral and thematic methodologies for assessing human impacts and recovery needs.] 

� Post-Conflict Needs Assessment and Framework tool, UNDG/UNDP/WB  

� Tools for participatory assessments in Operations, UNHCR 2006 

� UNDAC Field Handbook, 5th edition, UN-OCHA 2006 

� Disaster Assessment Guidelines, IFRC 2000 

� Operational learning - CNA common Issues - A review of 4 case studies: 
Pakistan, Indonesia, Myanmar and Haiti, ACAPS, 2010; 

� Multi Cluster Initial and Rapid Assessments, Lessons learned from past 
experiences, ACAPS (powerpoint presentation) 

� Capacity and Vulnerability Analysis, IFRC 2000? 

� Sphere Common Standard 2: Initial Assessment, SPHERE handbook 2010 

Guidance for field data collection 54 

� Conducting semi-structured interviews, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/g6.pdf 

� Special considerations when interviewing people in a conflict situation, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/g7.pdf 

� Working with an interpreter, 

http://www.who.int/hac/techguidance/tools/manuals/who_field_handbook/g8.pdf 

 

                                                      

54 These guidance materials are reproduced or adapted from Emergency Food Security Assessment Handbook, 
first edition, WFP 2004, but references (URLs) are provided to the versions reproduced in Managing WHO 
Humanitarian Response in the Field, WHO 2008, Annexes G6, G7 and G8, which are more easily accessible. 
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5.4   Agreeing a Situation Analysis 

 

A situation analysis, including a planning scenario, is the key output of any assessment. 
Cluster partners – and national authorities to the extent possible – should agree on a joint 
analysis of the situation as a basis for deciding on appropriate responses. That analysis may 
be based on a joint assessment process or on a joint analysis of the findings of separate 
(hopefully harmonized) assessments by different organizations. 

 

The situation analysis includes:  

- the context and the impact of the event(s) on food availability, access and utilization;  

- the current and expected priority food-security-related problems and risks for lives and 
livelihoods including food security support systems;  

- gaps and duplications in current food-security-related responses; and  

- current and expected food-security-related capacities, resources, opportunities and 
constraints. 

It generates a set of planning assumptions – a planning scenario – or, if the evolution of the 
situation is particularly uncertain, more than one scenario. 

The situation analysis should: 

� be compiled by locally-knowledgeable experts on the basis of the best 
available assessment information [see 4.3], and regularly up-dated on the 
basis of situation monitoring information [see 4.6]; 

� describe the current situation but also identify what has changed, the 
causes and the implications, and forecasts how the situation is likely to 
evolve and the events (contingencies) that could give rise to further 
changes (for better or worse);  

� include an analysis of the context and lessons from previous experience; 

� identify and take account of any irreversible changes due to repeated or 
protracted crises; 

� present long-term perspectives as well as short-term needs; 

� present the evidence with clear indications of any limitations, the sources 
of information and their reliability; and 

� be agreed (have the broadest possible consensus) among all stakeholders. 

The process of identifying and prioritizing problems and actions must be 
transparent. The criteria for prioritization must be recorded. 
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Problem trees can help in identifying causal linkages and, when coupled with 
assessments of risks and numbers of people at risk, in prioritizing the problems 
to be addressed. 

Situation analysis as an iterative process 

As with all other elements of the assessment and response planning process, 
the identification and prioritization of problems, risks and gaps, and the 
analysis of causes, should be a continuous, iterative process: 

- A preliminary analysis – the preliminary scenario definition – in the first 24 
hours informs response action during the first few days.  

- An initial analysis resulting from the rapid assessment completed within 10 
to 15 days of onset provides the basis for more substantial initial planning 
decisions.  

- An up-dated situation analysis and planning scenario whenever needed, 
notably following a periodic review exercise or a re-assessment following 
any substantial change in the overall situation. 

Using the Integrated Phase Classification process generate consensus 

The Integrated Phase Classification (IPC) IPC is a standardised scale that 
integrates food security, nutrition, livelihood and related information into a 
clear statement about the nature and severity of a crisis and implications for 
strategic response � see http://www.ipcinfo.org/ 

The IPC process provides a valuable way of getting a range of stakeholders to 
pool information and generate consensus on the severity of the current situation 
and the likely evolution and risks in different areas. When updated after an 
interval, it provides valuable insights into how the situation may have changed 
within and among areas.  

The IPC uses the following guiding questions: 

- Food availability: Is sufficient food actually or potentially physically present? 

- Food access: are households able to sufficiently access food? 

- Food utilization: are households making effective use of the food they have 
access to? 

The main steps in organizing an IPC exercise are shown in the diagram below. 
However, it will be difficult to introduce and use an IPC system in the early 
stages of response unless such a system was already in place prior to the crisis. 
It may be introduced during the later stages of a protracted operation. 
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 Main steps in using the IPC 

 

 

Analysing problems and risks  

� Organize a short workshop bringing together all the main food security 
stakeholders including, in particular, those that have recently been 
involved in conducting assessments in the affected areas. Then, together: 

� review all available information and agree on a joint analysis of:  

- the food security (and nutrition) situation of different population 

groups, how it differs from what would be normal for the season; 

- the status and effectiveness of the institutional and other support 

systems on which livelihoods and agricultural production depend; 

- the direct and indirect causes of the observed problems, and the extent 
to which they are transitory or chronic; 

- the effects on people (men, women, boys and girls) within the 
different population and livelihood groups; 

- the relevance for food security of contextual factors including the 
political, social and cultural factors (including but not limited to 

1.  Establish technical working group with broad stakeholder participation and 
sector-specific technical expertise 

2.  Familiarize analysts with the IPC concepts and practice 

3.  Collect and draw together all relevant data to provide direct and indirect 
evidence for Phase Classification (from various sources & methods) 

4.  Evaluate/interpret/analyse evidence to make a composite analytical 
statement on a Phase Classification and/or Early Warning based on a convergence 

of evidence 

5.  Subject the classification statement to technical review, and make technically 
substantiated revisions as necessary 

6.  Communicate Phase Classification analysis to decision-makers and public with 
clear text, map, and population estimate tables 
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gender considerations), the security situation (including the causes of 
conflict and the implications for food security action), the resources 
and capacities available, and what might reasonably be expected to be 
mobilized, and the roles and influence of any new sector actors or 
stakeholders (e.g. military forces, non-State entities). 

IPC analysis templates 1, 2 and 3 may be used to capture information for 
different zones and population groups. 

If a full IPC process is being implemented, agree categorizations of 
severity – Phase Classifications – and risk levels for each distinct zone. 

� examine carefully any discrepancies in information or instances where 
reported findings differ from what might have been expected. What might 
explain these differences? What is their significance? 

� look out for possible sources of error or bias in reported data. Ensure that 
the needs of isolated areas (with disrupted communications) are not under-
estimated or over-looked, and that total needs are not over-estimated by 
concentration on data from the worst-affected areas. 

� prepare one or more problem trees identifying causal linkages. Highlight 
those for which remedial humanitarian or early recovery actions are time 

critical and agree on a prioritization of the various problems – see box 
below. 

� review the preliminary conclusions and make sure that all: 

- are evidence-based and any extrapolations and assumptions clearly 
indicated;  

- are based on a convergence of evidence with data triangulated from 
different sources each of which has been assessed for reliability; 

- take account of the cultural context, gender, protection and human 
rights issues, the impact of HIV/AIDS, security conditions, and any 
limitations on access;  

- identify differences among localities and distinct population groups, 
and age- and gender-related differences (i.e. consider the different 
situation and needs of men and women, girls and boys). 

� identify any topics, areas or population groups for which information is 
lacking or particularly unreliable. Why is information lacking or 
unreliable? What is the significance? Which are the most important 
information gaps? What can be done to fill them, when and by whom? 
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Prioritizing: 

The purpose of prioritisation is to ensure that Food security Cluster action is 
focused on the most pressing needs for the greatest number of affected people, 
while targeting particular needs of the most vulnerable.  

Based on the assessment findings: 

� Focus on the immediate needs, and the most vulnerable; 

� Focus on needs which can be addressed within the means available; 

� Consider the underlying socio-economic situation (e.g. entrenched ethnic 
tension, low level civil or political unrest) and assess the impact of 
potential scenarios and the longer-term perspective; 

� Consider the differing priorities of women and men, boys and girls. 

Prioritisation will be challenging, as most identified needs, particularly in the 
early response, will be a priority. However, some groups and locations are 
always more adversely affected, or more vulnerable, than others.  

The Coordinator will need to determine a transparent method for prioritisation 

that is acceptable to all cluster partners. Otherwise, cluster partners are 
unlikely to work towards the objectives drawn from it. Whether prioritisation 
can be done for the overall response, or location by location, will depend on 
the context and type of emergency.  

� Record the main problems and needs in a framework to assist in systematic 
prioritization.  

� Establish any major population movements, including where people have 
come from, and their current location 

� Rank the needs in order of severity based on between three and five critical 
issues: 

- What proportion of the total affected population(s) and most 
vulnerable groups are affected by this problem? 

- What are the current coping strategies and forms of assistance, 
and how long can these be sustained? 

- What are the anticipated threats and risks over the coming months, 
and how will this affect the problem identified? 

- Are the resources and means (e.g. transport) available (or in the 
pipeline) to address this problem or need? 

� Consider the costs and resources required for addressing each problem. A 
simple cost-benefit analysis may be used, taking the total estimated cost 
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for addressing each problem and the total number of people that would be 
assisted.  

Compare the outcomes and select priorities accordingly. 

Prioritizing problems and risks 

The following factors my be considered when determining priorities: 

� the severity and immediacy of the risk posed to lives and livelihoods 

� the numbers of people at risk 

� the feasibility of addressing the problem and having a measurable impact in the short term 

� the underlying causes and links to other problems – the extent to which resolution of the 
problem would contribute to restoring vital sector support systems 

 

Identifying gaps and duplications  

Identifying gaps or duplications among cluster partners in the provision of 
assistance or services to affected population groups is a critical part of any 
situation analysis. It is also an important, continuous function of a CCT. 

Guidance on identifying gaps is provided in 5.7 which also suggests actions 
that may be taken when gaps (or duplications) are identified at any time. 

In locations that appear to be ‘covered’, check that the implementing agencies 
have the necessary financial, human and material resources to meet the scale of 
anticipated needs.  

 

Establishing planning assumptions/planning scenario(s)  

� Summarize the conclusions of the situation analysis in the form of a set of 
planning assumptions which may be presented in the form of a scenario. 
This may be an up-dated and elaborated version of the preliminary (“best 
guess”) scenario established at the onset of the crisis.  

If the evolution of the situation is particularly uncertain, two or more scenarios 
– sets of planning assumptions – may be prepared with clear indications of the 
events that would determine which scenario would emerge. The events might 
be an ending of a drought or a major change in a conflict situation. 

Certain planning assumptions may be based on information provided by others 
outside the cluster, e.g. size of the affected population(s). Others will arise 
from the analysis of specific food-security findings and the capacities of 
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different population groups and food security actors. Errors commonly occur in 
making assumptions about: 

- the cause(s) of observed problems, 

- the interests of different stakeholders, particularly those who are not party 
to decision-making, and 

- available capacities (or lack of them) to respond. 

Specifying monitoring requirements 

Assumptions should be reviewed regularly as part of the on-going cluster 
monitoring and review process. Inaccuracies will reduce the effectiveness and 
impact of cluster action.  

� Specify aspects/indicators to be monitored during the next 3/6/12 months, 

particularly those that are expected to change, and arrangements (or 

responsibilities) for such monitoring including funding implications.  

� Record any recommendations for follow-up assessments based on 

identified information gaps gained from the situation analysis, if 

appropriate. 

Points to remember 

� Data are only useful once analysed and interpreted in context. Analysis and interpretation 
requires a combination of technical expertise and local knowledge. 

� Data must be examined from different perspectives and in different combinations to see what 
they reveal.  

� Presentation and language choices are important. Appropriate, imaginative use must be made 
of tables, charts, maps, timelines and the combination of data from different data sets. It is 
important to find ways of visually presenting changes and trends. 

 

Tools and further guidance 

� Integrated Food Security Phase Classification, IPC Global Partners, version 2 
expected 2012 

� Emergency Food Security Assessment Handbook, 2nd edition, WFP 2009, Part 
IV: Analysing EFSA data. 

� Plan of Action Guidelines, draft FAO-ROEA [includes summary guidance  on situation 

analysis including use of problem trees] 
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5.5   Agreeing a Response Analysis55 

 

Cluster partners – and national authorities to the extent possible – agree on 
objectives, strategies and a set of coordinated and sometimes joint response 
activities that are appropriate, feasible and cost-effective. 

 

Response analyses build on from the situation analyses [see 5.4] in the same 
iterative process as outlined in the indicative schedule in Overview 0.3 (the 
“in-a-nutshell notes”) and at the beginning of this chapter:  

- a first, rough-and-ready response analysis based on the preliminary 
scenario to inform initial responses and preparation of the Flash Appeal;  

- a more refined response analysis based on the situation analysis resulting 
from the rapid assessment providing the  basis for an initial FSC strategic 
plan and revision of the Flash Appeal; 

- up-dated response analyses following more detailed FS or sub-sector 
assessments and reviews providing the  basis for an updated FSC strategic 
plan and Consolidated Appeal.  

Each response analysis comprises three steps: 1- setting food security 
objectives for the Cluster; 2 - identifying and analysing possible response 
options; 3 - choosing response strategies. 

All main food security actors should be engaged in jointly defining objectives 

and analysing response options leading to agreement on the most appropriate, 
feasible responses within the framework of the overall, inter-sectoral priorities 

and strategies defined by the HCT. The process, facilitated by the CC, should 
be led or co-led by the relevant national authority, whenever possible. 

 

Setting food security objectives for the Cluster  

� Agree on objectives for the cluster – the collective response of cluster 
partners – in the coming weeks and months.  

For this, it can be useful to prepare an “objectives tree” as a mirror image of 
the problem tree. If an IPC has been completed, review the strategic response 

                                                      

55 Response analysis is an integral part of any assessment and this section should be read together with 4.3. 
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framework corresponding to the phase classification and risk level for each 
zone and define objectives accordingly. 

Objectives must: 

� address the priority problems and risks identified in the situation analysis 
(with particular attention to life-threatening and life-sustaining issues) and 
in line with overall HCT-defined priorities; 

� be SMART (Specific, Measurable, Achievable, Realistic and Time-
bound); 

� be tailored to the particular stage/phase of the response; 

� take account of the context including security and access conditions, 
seasonal variations, resource availabilities and any expected evolution in 
conditions; any protection and human rights issues; the impact of 
HIV/AIDS; and any other constraints on people and the delivery of 
assistance; 

� relate to the populations’ needs and interests, rather than external 
operational goals. 

FSC objectives will normally relate to restoring livelihoods and households’ 
access to food, food production and markets, and, in the meantime, assuring 
that emergency-affected, food-insecure households receive appropriate 
assistance to enable them to access sufficient quantities of appropriate food. 

Some possible humanitarian food security objectives 

� Meeting (closing the gap in) minimum current food and non-food consumption needs 

� Stabilizing consumption into the medium term 

� Laying the ground for enhanced future consumption in terms of quality, not only quantity 

� Repairing or replacing the local stock of damaged/lost productive assets 

� Enhancing the productivity of current assets 

� Repairing or enhancing impaired income streams (which may involve enhancing human capital 
to achieve higher labour productivity) 

� Making diversification of future income streams more feasible 

� Helping to buffer assets and income from a range of potential future hazards 
[Rethinking Food Security in Humanitarian Response, Maxwell, Webb, Coates, Wirth, Food Security Forum, Rome 

2008] 

In relation to recovery objectives, exchange information with partners in the 
Early Recovery (ER) Network, and any ER advisor in the HC’s office, to 
identify any opportunities for synergy with other clusters/sectors. 
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Identifying and analysing possible response options 

Response strategies are the methods or approaches taken to address the agreed 
food security priority needs and achieve the agreed objectives.  

� Identify alternative response strategies, including targeting strategies, in 
relation to each of the prioritised needs and problems (notably whether of 
food availability, access or utilization) – see, for example, the possibilities 
listed in the box below. 

� Analyse options carefully to identify the most appropriate strategies – ones 
that will achieve the defined objectives while minimizing any potential 
negative effects. For each possible strategy, consider whether it:  

- could be appropriate – addresses the priority problems and risks 
effectively, coherently and efficiently in a manner suited to the local 
context, taking account of gender and protection concerns, available 
alternative uses of resources and capacities, and possible side effects 
(“do no harm”); 

- would be feasible – able to be implemented in the local context (taking 
account of implementation capacities and constraints) and with the 
resources expected to be available; 

- addresses underlying causes (e.g. IPC analysis template #3); 

- ensures gender equality and is sensitive to other cross-cutting 

concerns [see note below and Annex K];  

- allows for synergies with responses in other sectors and 
complementarities between immediate and longer term food security 
responses; and 

- would contribute to reinforcing local capacities and “building-back-

better”. 

� Review experience and lessons from previous crises in the same area or 
among similar populations in neighbouring countries.  

If actions are proposed on the basis of experiences further a-field, ensure a 
thorough analysis of the differences as well as the similarities between the two 
contexts. What worked (or failed) in one context will not necessarily work (or 
fail) in another!   
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Determinants of the Appropriateness of possible Response Options 

There are many ways of addressing a food security problem. The most appropriate response is 
highly context-specific and depends on: 

- the type of emergency, rapid or slow-onset, and the stage of the emergency at the time of 
response, early or mid-cycle; 

- the pre-emergency situation - the status of infrastructure and services, level of education, etc.; 

- the habits, priorities and culture of the affected population; 

- the degree of access to the affected area; 

- the quality of infrastructure; 

- food availability and market conditions in the affected area; 

- the political and economic environment;  

- any protection, gender-inequality or other social and cultural issues; 

- the resources available - financial, human, logistics, etc.; 

- the range of feasible partnerships, such as with government, United Nations agencies and 
NGOs; and 

- the security situation. 

Each response must be planned according to the particular circumstances and explicitly linked to the 
needs and gaps identified in the analysis.  

The types of interventions that specifically address food availability, access and utilization problems 
include: 

Food availability: support to agricultural production (crops, livestock, fisheries); the movement of 
food between deficit and surplus areas; food distributions, etc. 

Food access: support to income generation (such as public works and food/cash for work); income 
transfers (such as cash/voucher distributions); food transfers (such as food distributions and school 
feeding); market interventions to support or reduce food prices, etc. 

Food utilization: provision of food preparation materials (utensils, fuel, water); improvement of 
feeding, care and hygiene practices; other disease-prevention measures, etc.  

[Edited from EFSA Handbook, 2nd edition, WFP 2009, p 201] 

Remember – and remind analysts and partners – that there are individuals on 
the receiving end of interventions whose needs and opportunities to access 
assistance are affected by their age and sex (primarily), and in some cases by 
their identity as members of a particular population subgroup. 

Cautionary notes: The suitability of particular response strategies may be very 
short-lived in the early stages of response for various reasons: 

� Lack of time or information may prevent deeper analysis of the causes of 
problems and needs resulting from a crisis. 



COORDINATING ASSESSMENT & ANALYSES – Chapter 5 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  163 

� Subsequent short-term actions can lead to more serious long-term problems, 
etc. 

� Similarly, limited consultation or verification of information can lead to 
inequitable support and conflict at community level. 

� The situation on the ground can change rapidly and dramatically, 
particularly in complex emergencies. 

To mitigate such risks: 

� Review and revise response strategies regularly as new information 
becomes available. 

� Consult continuously about the effectiveness of food security interventions 
and new developments in the crisis. 

� Consider the longer-term perspective. 

Recovery should be promoted from the earliest possible moment. Strategies are 
chosen that build on and strengthen existing structures and local capacities 
whenever possible. Potential negative effects are considered and minimized.  

 

Recommending response strategies (and a strategic response plan) 

� Choose strategies on the basis of an explicit, recorded analysis of the 
advantages and disadvantages of the available options – the possible 
alternative ways of addressing the priority FS problems and accomplishing 
the agreed objectives.  

 

Tools and further guidance 

� Integrated Food Security Phase Classification, Technical  Manual version 2, 
IPC Global Partners, expected 2012 

� A Response Analysis Framework, FAO 2011 

[A facilitation guide drawing on work done in relation to the IPC (version 1.1) and the IASC 
cluster system in Somalia.] 

� Emergency Food Security Assessment Handbook, 2nd edition, WFP 2009, Part 
IV, chapter 5: Conducting a response analysis  

[Section 5.4, Response Options, presents generic response options and includes a 
decision tree and guidance for SWOT analysis of options.] 

� Initial emergency food security assessments, EFSA Technical Guidance Sheet 
No. 6, WFP-VAM 2009, section 10: How to identify response options and 
quantify food needs in an Initial EFSA 
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� Guidelines for Crop and Food Security Assessment Missions, FAO-WFP 2009, 
chapter 15 Analysing response options. 

� Needs Analysis Framework, IASC CAP sub-working group, 2007 

� Plan of Action Guidelines, draft FAO-ROEA  

[Includes summary guidance on response analysis including the use of objectives trees.] 

� WASH Cluster Coordination Handbook, Global WASH Cluster 2009, section 5.1 
Response planning process, and section 5.2 Steps in response planning. 

� Do No Harm: How Aid Can Support Peace - Or War, M B Anderson, 1999 

� Options for Food Aid in Conflict – lessons from field experience, M B 
Anderson, The Collaborative for Development Action, 2000 
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5.6   Facilitating joint (or coordinated) Situation Monitoring: 

 

Up-to-date information on the situation should be available on a continuous basis 
to inform decisions on response, assess the effects of interventions, enable 
adjustments to be made when necessary, and support resource mobilization 
efforts. 

A monitoring system is needed from the very early stages. Good situation 
monitoring can eliminate the need for major, periodic re-assessments. 

 

A small number of key indicators should be monitored on a continuous basis 
through joint or coordinated arrangements for monitoring and reporting among 
Cluster partners and, possibly, others. The data should distinguish among 
different zones and types of household. 

Monitoring during the crisis should build on an existing reporting system, 
where possible, but should be adapted to the context and needs of the crisis. It 
should cover: 

- the overall food security situation and all relevant FS sub-sectors; 

- the social (including gender and age) and economic determinants of FS-
related outcomes at household level;

56
 

- the outcomes of humanitarian FS and early recovery activities for women, 
men, girls and boys in different populations subgroups; and  

- the performance of FS sector support systems including compliance with 
agreed standards.  

An appropriate national food security information system should be re-
established in a sustainable manner as quickly as possible. 

One organization should take responsibility for coordinating the monitoring 
system (and, where appropriate, leading efforts to support the [re]establishment 
of a national monitoring and reporting system). 

 

                                                      

56 These “SAAD” monitoring indicators should link back to similar indicators used during the assessment and 
situation analysis. 
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Setting up a monitoring system 

Work with the relevant government entities, as appropriate, to: 

� Agree on a (i) set of key, gender-sensitive indicators of the situation and 
response performance in the sector that is adapted to the local situation and 
capacities and (ii) how, from where and at what frequency the data should 
be reported. 

� Agree on a strategy to progressively enhance the coverage and content of 
reporting from field units, relief teams and other sector actors, and 
strengthen or re-establish a national sector reporting system. 

Information is generally best gathered through a combination of:  

- regular reports from decentralized official structures and field relief 
teams – either all of them or a carefully-defined selection that serve as 
sentinel sites;  

- ad hoc or periodic sample surveys; and 

- regular reporting from community-level committees (“community-based 
surveillance”) wherever feasible. 

� Agree on the organization to take the lead in supporting the national 
reporting system, and how other cluster partners will contribute in a 
coordinated effort. 

� Regularly compile and analyse information from all sources on the 
situation, the determinants of food security, and the performance of sector 
support services, and thus identify any emerging problems, critical gaps or 
areas needing action.  

� Give special attention to the impact of assistance on: 

- women, men, girls and boys in different population groups; 

- the environment and the natural resource base, including livestock, 
fishery and forest resources wherever relevant.  

� Ensure that the essential elements listed in the box below are in place and 
monitor the performance of the monitoring system itself. 

� Ensure that monitoring findings are published promptly and delivered 
regularly to decision-makers in all the main stakeholder entities – relevant 
government departments, the national relief coordination body, 
international agencies, the main national NGOs, donors, news-media, etc. 
(Reports may be distributed in conjunction with the regular sector bulletin, 
see section 3.7.) 
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Essential elements of an effective monitoring system 

� Starts early with a few key (gender-sensitive) indicators and is expanded to include more 
once the system is functioning and capacity allows.  

� All main sector actors in all areas are involved including, when feasible, local authorities and 
community organizations.  

� Reporting formats are simple, designed to facilitate completion and subsequent data 
extraction, use precise language and are translated. 

� Guidelines and training are provided for all field units/teams/personnel that are expected to 
report. The guidelines clearly explain the purpose and importance of the reports and provide 
practical instructions to promote consistently good reporting by all units and teams. 

� Arrangements for the transmission of reports are clearly defined and capacity is available to 
receive and rapidly screen, compile and analyse them with a focus on identifying changes, 
trends, and divergences from the established standards. 

� A central monitoring team has adequate staff and an appropriate workspace with computers, 
telephones and other equipment (e.g. radios), as needed.  

� Clear procedures ensure the rapid clearance of reports. (Bureaucratic delays in producing 
and issuing information can greatly reduce its validity and usefulness.) 

� Feed back is provided to all reporting units. 

 

Tools and further guidance 

� Handbook for defining and setting up a Food Security Information and Early 
Warning System (FSIEWS), FAO 2001 

� Food security Monitoring Systems – Stakeholder consultation report, WFP 
June 2009 

 



 

5.7   Identifying and Addressing Gaps and Duplications; Tracking 
Contributions  

 

Identifying and addressing gaps and duplications in the provision of assistance or 
services to affected population groups is a key function of the Cluster from the 
onset of the crisis and continuously thereafter.  

The identification of gaps and duplications is a critical element in all situation 
analyses and all monitoring and reviews. It is important for both resource 
mobilization and accountability to the affected population(s). 

 

Gaps may be geographic - certain areas are not covered for particular types of 
activity or service, or programmatic – certain activities or services do not meet 

agreed standards. 

Cluster partners should regularly review information on gaps and overlaps, 
agree on the priority gaps and, to the extent possible, adjust their ongoing and 
planned activities to fill those gaps and reduce overlaps. This includes both 
current gaps and gaps that can be anticipated as individual organizations scale 
down their operations and leave. 

 

Identifying gaps and duplications 

The CC should: 

� Ensure that all assessments, situation monitoring and periodic sector 
reviews examine the coverage and standards of delivery of FS assistance 
activities and services, and the effectiveness of targeting, and highlight any 
gaps or overlaps/duplications.  

� Keep the coverage, targeting and standards of assistance activities and 
services under constant review. 

� Keep abreast of the resources available to different organizations and their 
plans to expand, reduce or phase out particular FS assistance activities. 

� Encourage Cluster partners to share targeting criteria and beneficiary lists. 

Reliable, up-to-date “4W” data [see 4.7] are essential and may be compared (in 
matrices or on maps) with data from situation analyses and monitoring on the 
nature and scale of needs in different areas and for distinct population groups. 
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Accurate gap analysis is unlikely to be possible in the initial stages of response 
due to limited scope and depth of assessment data and poor and confusing 
information on the presence and implementation plans of food security actors. 
However, data and the understanding of both the situation and ongoing 
activities should improve rapidly enabling gaps and duplications to be 
identified. 

 

Addressing gaps  

� Alert cluster members individually and collectively when action is – or 
will be – needed to cover gaps, reduce duplications or maintain standards. 

� Guide newly-arriving organizations in their choice of areas to work in and 
activities to prioritize – steer them to cover priority gaps.  

� Negotiate with Cluster partners to adjust their activities and plans, when 
needed and possible, to avoid duplications and cover gaps.  

� Use any pooled resources available to the Cluster to fill the most critical 
gaps (see below). 

� Keep the CLA and other stakeholders – especially the government and 
donors – informed of any significant gaps. 

The CLA representative(s) should inform the Humanitarian Coordinator of any 
significant gaps and work with the HC, national authorities and donors to 
mobilize the resources to fill those gaps, especially those that pose direct 
threats to lives and livelihoods – the provider of last resort responsibility. 

The CLA representative/s should pursue all possible means to mobilize the 
resources necessary to cover gaps including from non-traditional sources. In 
certain circumstances, funds for humanitarian and/or early recovery activities 
may be sought from: 

- the Multiple Donor Trust Fund; 
- the Community Peace and Stability Fund; 
- foundations and the private sector. 

 

Tracking contributions against project needs 

The CCT should: 
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� Keep track of contributions against the food security components of the 
Flash Appeal and subsequent consolidated appeals using the Financial 

Tracking Service (FTS) database. 

� Thus identify under-funded FS sub-sectors, projects and organizations and 
draw these gaps to the attention of the CLA and donors. 

� Encourage cluster partners, and donors, to provide up-to-date information 
on contributions to FTS. 

� Monitor funding for FS-related activities outside the Flash and 
Consolidated Appeals using FTS table H (and encourage the organizations 
concerned to present those projects for inclusion in the CAP revision, if 
they are in line with CAP priorities, or to consider aligning their plans with 
those priorities). 

The Financial Tracking Service (FTS) 

The FTS is a global, on-line, real-time database of humanitarian funding needs and international 
contributions, both cash grants and in-kind contributions. FTS is managed by OCHA, covers all 
countries for which international humanitarian funding is reported, and located is at: 

http://fts.unocha.org. 

FTS aims to improve resource allocation decisions and advocacy by providing a clear overview of the 
international humanitarian support to particular humanitarian operations and highlighting under-funded 
projects, organizations and sectors. It offers a series of analytical tables showing humanitarian aid 
flows to specific crises as well as donor profiles and a donor search facility. It also allows users to 
produce customized tables on demand. 

It is a recording service that posts what is reported to it. International partners and donors are: 

- requested to inform FTS of contributions by e-mail (fts@un.org), fax, letter, or via an on-line form 
(http://fts.unocha.org then click the "report a contribution" link on the left); and 

- encouraged to check the information on-line and inform FTS of any errors or omissions. 

As much information as possible should be provided on: 1) donor country or organization; 2) recipient 
agency/agencies; 3) date of contribution; 4) amount in original currency (e.g. euros, USD); 5) one-line 
description of the contribution; and 6) Consolidated Appeal or Flash Appeal project code (if 
relevant/known). For in-kind contributions, detailed description and an estimated monetary value 
should be provided. 

 

Accessing “pooled” funds 

In some cases, “pooled” funds may be available in the form of a Common 

Humanitarian Fund or an Emergency Response Fund established for the 
country and administered by the HC and OCHA. 
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 “Pooled” funds at country level 

Common Humanitarian Funds 

Common Humanitarian Funds (CHFs) provide early and predictable funding to the most critical 
humanitarian needs, as identified and formulated in a CAP. However, CHFs will also maintain an 
emergency reserve (typically maximum 10 per cent of total funding) for responding to unplanned 
emergency needs outside the CAP. All humanitarian partners participating in the CAP process are 
eligible to receive CHF funding.  

As the objective of a CHF is to provide core funding towards the CAP, these funds are often much 
larger than ERFs and will involve cluster/sector leads and other humanitarian partners in an elaborate 
prioritization and allocation process. CHFs are managed by the Humanitarian Coordinator 
and supported by a dedicated advisory group. The OCHA Country Office provides fund management 
support. In all existing funds, UNDP is the financial fund manager and is also tasked with 
subcontracting NGOs on behalf of the CHF.  

[CHFs have existed in, for example, the Central African Republic, DRC, Somalia and Sudan.] 

Emergency Response Funds 

Emergency Response Funds (ERFs) have been set up (by OCHA) in a number of countries since 
1997, with contributions from more than one government donor, to provide rapid and flexible funding 
to address gaps in humanitarian needs. They are usually established to meet unforeseen needs not 
included in the Consolidated Appeal Process (CAP) or similar coordination mechanisms, but in line 
with Common Humanitarian Action Plan objectives and identified priorities.  

ERFs increase opportunities for local actors, including non-governmental organizations (NGOs), to 
respond to needs in areas where international NGOs face access challenges due to security or 
political constraints. They are relatively small compared with CERF and CHFs. OCHA typically 
undertakes financial and programmatic management of ERFs.  

[ERFs managed by OCHA have existed in, for example, Afghanistan, Colombia, Democratic Republic 
of the Congo (DRC), Ethiopia, Haiti, Indonesia, Iraq, Kenya, Myanmar, Nepal, oPt, Pakistan, Sudan, 
Uganda, Yemen and Zimbabwe. ] 

When “pooled” resources could be available for action to cover gaps in the 
overall food security response: 

� Proceed in the same manner as described in 6.2 for projects to be included 
in a Flash Appeal: agree criteria for the selection of projects, form a 
project appraisal group including representatives from each main group of 
stakeholders, invite agencies to submit proposals in accordance with the 
agreed criteria (the CERF application format could be used for this 
purpose), vet projects proposed and select those that: best meet the criteria; 
would have the greatest beneficial impact in the short term.  

� Report to the next FSC meeting, and the HC, on the allocations agreed and 
explain the reasons for the choice of projects. 
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� Arrange for an appropriate letter of understanding to be drawn up an 
signed between the beneficiary organization and the CLA and arrange for 
the funds to be transferred according to the agreed schedule. 

� Ensure that the procedures for transferring funds to the concerned 
implementing organizations are clear and understood by all concerned. 
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6.1   “Strategic” Planning  

 

Jointly preparing a strategic plan, based on joint situation and response analyses, 
provides the basis for (i) coordinated action among FSC partners to address 
priority needs and facilitate early recovery, and (ii) resource mobilization.  

 

Planning at the level of the cluster should be “strategic” as indicated in the 
following extract from the 2012 CAP guidelines: 

Planning strategically 

A strategy presents an overall humanitarian goal or vision, then states how that will be achieved, 
considering resources and constraints. It aims to make the actions of the many organizations on 
the ground greater than the sum of their parts; to make the best use of limited resources; and to 
seize opportunities to move towards a long-term resolution and recovery.  

It makes decisions about the dilemmas that confront any large-scale humanitarian response. It 
maps and prioritizes needs; it matches capacity with needs to ensure full coverage; it aims for 
effectiveness (filling gaps) and efficiency (eliminating duplication and use of resources on low 
priorities); it capitalizes on comparative advantages; it seizes opportunities for synergy, reducing 
aid dependence, avoiding the deepening or relapse of a crisis, and attacking inter-related 
problems; it anticipates future needs and opportunities, and positions the humanitarian country 
team to respond to or pre-empt future problems. 

[From CAP Guidelines 2012, OCHA 2011] 

As such, a “strategic” plan should be concise but normally include:
57

 

- the planning scenario and any assumptions made; 

- overall goal;  

- priority problems/needs/risks to be addressed – with explanations for the 
choice of priorities – and specific objectives for each; 

- response strategies to be adopted with reasons including the underlying 
causes of the problems/risks being addressed, operational constraints, and 
links to national strategy documents and plans, where relevant; 

- inter-sectoral cross-cutting concerns that have been identified as being 
particularly important in the current situation and how they have been 
taken into account; 

                                                      

57 Adapted from Health Cluster Guide, 2009, and Education Cluster Coordination Handbook, 2010 
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- allocation of responsibilities and resources (i.e. stating specifically who is 
doing/will do what, where, when and with what material and financial 
resources); 

- specific measures for emergency preparedness, local capacity-building, 
early recovery and transition planning; 

- arrangements for monitoring implementation and updating the plan. 

It should highlight unmet needs and resource gaps. Where general principles 
and programme standards have been agreed for the sector, they should be 
appended to the plan. 

It must take account of the “programme quality” issues outlined in chapter 7, 
namely: building national capacities, promoting early recovery, and the priority 
cross-cutting issues defined by the HCT (gender, etc.)  

A twin-track approach should be adopted – meeting immediate needs while 
addressing underlying causes, improving productivity and resilience. There 
should be demonstrated linkages between (i) specific short-term objectives and 
activities, and (ii) longer-term strategic concerns. 

Planning and the Flash and Consolidated Appeal processes 

In practice, the preparation of the FS inputs to a Flash Appeal [see 6.2] is 
usually the first joint planning exercise among cluster partners, shortly 
followed by the preparation of inputs for the first Consolidated Appeal [see 
6.4]. However, it may be useful to prepare a more detailed version, as outlined 
above, for FSC internal purposes. Ideally, this would be prepared before the 
inputs to the Consolidated Appeal which would then be condensed from it.  

Envisaging phasing out (an exit/transition strategy) 

Envisage both: 

� how the cluster strategic response interventions can/should be phased out 
with a transition to ongoing, long-term development programme activities; 
and  

� when and how the cluster itself should be suspended, leaving ongoing 
sectoral coordination to normal, government-led mechanisms (while 
maintaining the possibility and systems to re-activate again in case of a 
new humanitarian crisis). 
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The CAP Humanitarian Planning Process 

Adapted from Consolidated Appeal Guidelines, OCHA 2012 

    

 
Cluster/sector groups 

Conduct assessments and agree joint 
analyses 

 

  �  

 Humanitarian Country Team (HCT) 
and Humanitarian Coordinator (CH) 

Set overall strategies and priorities 
 

  �  

 
Clusters 

Develop cluster/sector response plans, 
projects, activities and indicators  

 

  �  

 
HC/HCT with OCHA 

Produce Flash Appeal and Consolidated 
Appeal (CAP), and revisions 

 

  �  

 
Clusters and OCHA 

Monitor, review and report on 
implementation 
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6.2   Preparing (and revising) FS inputs to a “Flash” Appeal 58 

 

Food security concerns should be appropriately reflected in the overall inter-
sectoral priorities and strategy of the Flash Appeal. 

Specific food security project proposals must be submitted to the HC in time for 
inclusion in the initial Flash Appeal (usually within 5-7 days of crisis-onset) and 
the subsequent revision after completion of the rapid assessment.  

A CERF request should be produced in parallel with the flash appeal.  

 

What is – and what are the key characteristics of – a Flash Appeal? 

A flash appeal is an inter-agency humanitarian response strategy to a major disaster that requires a 
coordinated response beyond the capacity of the government plus any single agency. It addresses 
acute needs within a common planning horizon, normally up to six months, and outlines roles and 
responsibilities, specific sectoral response plans, and activities needing funding. It should be issued, 
as a rapid first edition, within a week of a triggering event.   

The RC/HC triggers the process in consultation with the HCT and the affected government (though 
not depending on permission of the government). The decision to develop a flash appeal is based on 
a rapid appraisal of a disaster’s scale and severity, compared to available government capacity. 

The Flash Appeal is a concise document based on available information and reasonable inference, 
focusing on urgent humanitarian needs. (Early recovery projects can be included in the rapid first 
edition to the extent that they address time-critical needs, have a strong advantage in starting 
immediately and a rapid impact on affected populations and/or relief activities.)  

In view of the haste with which the first edition is developed, its projects can be revised online at any 
point after publication as more information emerges (i.e. agencies can continually adjust their projects 
on the Financial Tracking Service (FTS) in consultation with relevant coordination mechanisms).   

A scheduled general revision takes place about a month after the appeal’s initial publication to 
incorporate more complete information, improved and in-depth assessments, and more clearly 
defined early recovery projects. If considered necessary, the appeal may be developed into or 
succeeded by a consolidated appeal, or other similar appeal, if an inter-agency response is needed 
beyond six months. 

A Flash appeal should include priority projects from all key humanitarian organisations – UN and non-
UN – on the ground. It should take into account the actions and plans of entities not in the appeal (for 
example government, and – usually – the Red Cross and Red Crescent Movement). 

                                                      

58 Individual organizations (particularly non-UN organizations) will be launching their own appeals according to their 
own procedures but the Flash (and later Consolidated) Appeals launched by the ERC and OCHA constitute the key 
inter-agency (and inter-Cluster) appeal process and are a key function of clusters. 
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 [Edited from Revised Guidelines for Flash Appeals, OCHA 2009, Summary] 

 

Preparing FS inputs to a Flash Appeal 

Inputs to the inter-sectoral elements section  

The CLA and CC contribute, through the HCT, to the definition of overall, 
inter-sectoral strategic priorities and provide information to the RC/HC/ 
OCHA for the inter-sectoral overview elements of the appeal indicated in the 
box below: 

Flash Appeal Context and Humanitarian Consequences section 

Context  

- What happened? Where?  

- Who is affected? Figures on affected populations, including numbers and type of population 
affected by the emergency, disaggregated to the extent possible by gender and age, and any 
other specific or relevant manner.59 

- What has happened since the onset of the crisis? (e.g. information gathered, government 
agrees to international assistance, immediate response by agencies, assessments done, 
etc.). 

- If major uncertainty exists about the evolution of the crisis, what are the best, worst and most 
likely scenarios?  

Response to date 

In bullet point format, outline concisely what has been accomplished to date by cluster/sector as a 
whole (including all significant actors) and Identify remaining gaps. 

Humanitarian consequences and needs analysis  

- Who is most affected and why? Provide estimates, if possible, of specific groups most 
affected, disaggregated as far as possible and appropriate (e.g. by sex and age, by region, 
by livelihood, etc.). 

- What are the needs (of specific groups, disaggregated by sex and age) as a direct and 
immediate result of this crisis? (Use inference if necessary, specifying the basis for 
inference).  

- What would be the needs in the best, worst, and most likely scenarios (if major uncertainty 
exists)?  

- What are the priority sub-sectors/areas for response?  

 [Revised Guidelines for Flash Appeals, OCHA 2009] 

                                                      

59  For example, number of disaster-induced IDPs, persons affected by region, livelihood, etc. Note: do not write 
“affected” without defining what you mean by affected in this context.  
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Preparing the FS response plan element  

The CLA and CCT are then responsible for compiling the FS response plan 
that should include: 

- an initial food security response strategy (based on available information, 
early estimates and best guesses); 

- a statement on roles and responsibilities; and  

- a coherent package of prioritized project outlines that focuses on urgent 
life-saving needs but may include some early recovery activities that can 
be identified, planned and implemented within the first few months. 

These inputs should normally be submitted to the HC within 3 or 4 days of the 
decision to launch a flash appeal. The HC will specify the deadline. To prepare 
those inputs, the CLA/CC should: 

� Inform partners immediately – in a cluster meeting and by phone/email – 
that a Flash Appeal it to be prepared within “x” days and communicate the 
inter-sectoral priorities and strategies defined by the HCT. 

� Invite partners to submit project outlines for activities that correspond to 
the overall priorities and strategies and for which they would wish to seek 
funding through the Flash Appeal. 

� Provide a project outline template for cluster partners to submit proposals. 

� Draft a 1-page FS response plan proposing initial FS priorities and 
strategies on the basis of the preliminary planning scenario and any 
additional assessment information available. 

Content of a Flash Appeal Sector Response Plan 

The sector response plan includes: 

� the cluster/sector lead and key cluster/sector partners; 

� the needs that the FS response plan is aiming to meet, including gender-specific needs; 

� objectives (bearing in mind the need to issue the appeal fast, there should not be an exhaustive 
list, but each objective should be specific and measurable);  

� the strategy for achieving the objectives (elaborated in the context of the planning assumptions 
and scenario agreed to by the HCT)  

� the criteria used to determine the range of projects included in the appeal;  

� humanitarian FS actions that can be implemented within the time span of the appeal (maximum 
six months); and 

� expected outputs and impacts.   
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[Revised Guidelines for Flash Appeals, OCHA 2009] 

� Convene the Strategic Advisory Group (if a “SAG” already exists) or form 
a task group within the FSC to select projects for inclusion in the Appeal. 
Ensure that all the main categories of cluster members are represented 

60
 

Work with that group to: 

- review and finalize the draft FS response plan;  

- define criteria for the selection of FS projects for inclusion in the Flash 
Appeal taking account of the general criteria set by the HCT. Get the 
criteria approved by the next FSC meeting (next day); 

- vet projects proposed by individual organizations against the agreed 
criteria and select those that: best meet the criteria; would have the 
greatest beneficial impact in the short term; and ensure a coherent 
package of food security interventions taking account of activities that 
will go ahead regardless of the response to the Flash Appeal. 

� Consult with the relevant national authorities and keep local donor 
representatives informed of what is being envisaged. 

� Liaise with other clusters – especially Nutrition – to ensure that proposed 
activities are complementary and appropriately address priority inter-
cluster/inter-sectoral issues. 

� Submit the FS response plan to the HC with a summary of all selected 
projects in project box format as below:  

If a CERF request is being prepared simultaneously, projects in the appeal 
should show their entire funding target for the appeal’s time horizon (i.e. not 
subtracting any requested from CERF). 

If a project is shared by more than one appealing organization, each 
organization must state its specific portion of the amount appealed for.    

Ensure that the FS response outline and projects reflect a gender-equality 
programming approach as much as possible and that partners that are working 
well on gender issues are consulted and contribute to the planning process. 
Remind partners that this will be of great assistance when they later prepare a 
consolidated appeal as they will then be required to apply the gender marker. 

                                                      

60  E.g. major international NGOs, small international NGOs, national NGOs, UN agencies, the 
International Red Cross/Red Crescent Movement, and the most relevant government department. 
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FOOD $ 

WORLD FOOD 
PROGRAMME 
(WFP) 

 

GEO-08/F01* 

Project Title Provision of Emergency Food Assistance 
for Conflict-Affected Population  

12,900,000 

Objectives Provide emergency food assistance to 146,000 
persons affected by the conflict. WFP will 
support the ongoing relief response through the 
provision of basic food rations.� Distribution will 
be coordinated with the relevant government 
authorities and carried out through agreements 
with partner organisations 

Beneficiaries 146,000 IDPs and conflict-affected persons  

Partners Save the Children (SC), World Vision 
International (WVI), CARE, Action Contre la 
Faim (ACF), CARITAS, MERCY CORPS, CHF, 
Norwegian Refugee Council (NRC) 

* Example from the 2008 Georgia Flash Appeal   

Early recovery (ER) projects can be proposed in a flash appeal’s rapid first 
edition, to the extent that they:  

� address time-critical needs that are obvious or have otherwise been reliably 
assessed (including through reasonable inference);   

� have a strong rationale for beginning sooner rather than later and a rapid 
impact on the affected populations and/or relief activities; and 

� can preferably be completed within the flash appeal’s usual six-month 
planning horizon.  

Essential ‘start-up’ costs for ER (to support coordination, rapid assessments 
and initial planning) can also be included. 

 

Updating and revising the FS components of a Flash Appeal 

The projects, including budgetary requirements, in a Flash Appeal can be 
updated online at any time by the appealing organizations through the 
Financial Tracking System (FTS) [see 5.7] but a revised – up-dated and more 
detailed – version of the whole appeal will be prepared once the rapid 
assessment has been completed. The RC/HC will define the schedule for 
preparing the revision. The CLA and CC must then: 
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� Work with the SAG/task group to update and further develop the FS 
response plan on the basis of the initial situation and response analyses 
resulting from the rapid assessment, and review and refine the criteria for 
the selection of FS projects; 

� Request organizations who wish to participate in the revised appeal to 
complete one-page project sheets on the Online Project System (OPS) at 
ops.unocha.org 

- emphasize that projects should address the established priorities and 
contribute to achieving the objectives of the FSC response plan taking 
account of other ongoing or planned activities; 

- make it clear that entering project proposals in the system does not 
guarantee that they will be included in the appeal; 

- arrange to upload projects for partners who have poor connectivity. 

� Work with the SAG/task group to: 

- review unfunded FS projects from the initial appeal and vet new 
projects proposed by individual organizations against the agreed 
criteria; and  

- select and prioritize those that best meet the agreed criteria and form a 
coherent package of FS interventions taking account of possible 
synergies with responses in other sectors (and other FS activities that 
will go ahead regardless of the response to the Flash Appeal). 

It is important to explain the relationship between the projects in the original 
appeal and what is in the revision by highlighting new projects and projects 
from the original appeal that are revised (financial requirements reduced or 
increased), unchanged, fully funded, discontinued or cancelled. 

What has to be in the revised Flash Appeal  

The revision follows the same structure as the original flash appeal, with additions to the context and 
response plans as necessary. It is not necessary to repeat everything in the original appeal, except to 
summarise key points. The elements required from the cluster are: 

� An updated FS response plan incorporating data and findings from the most recent 
assessments (which should be clearly referenced in the text) and clearly indicating whether the 
revision still focuses primarily on life-saving activities or is more holistic with more early 
recovery projects; 

� A clear mapping or tabulation of needs and coverage of the overall FS response (including that 
of the government, the International Red Cross and Red Crescent Movement and other FS 
actors who may not be participating in the appeal); 
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� A summary (in tabular form) of FS outputs achieved to date vs. the targets or priorities stated in 
the original appeal; 

� Updated and expanded summary boxes for all projects, highlighting those that are new or 
significantly revised. (The projects may be presented in their original short ‘box’ format or the 
longer 1-page format used in CAPs as decided by the HCT); 

� Analysis of funding including what has been given to activities and projects not included in the 
appeal, based on the country’s TFS page.61 

 [Edited from Revised Guidelines for Flash Appeals, OCHA 2009] 

 

Prioritization of projects within a Flash Appeal  

Prioritisation means differentiating the selected projects to ensure that donors cover the most urgent 
ones first. It is an essential part of the [Flash Appeal] revision and the RC/HC is responsible to ensure 
that the HCT and the clusters/sectors agree clear common criteria by which projects or thematic 
areas will be prioritised (with a minimum of two tiers of prioritisation or categorization). CLAs are then 
responsible for ensuring appropriate prioritization within their sectors and are expected to work with 
the entire cluster/sector in completing this task.   

The specific context of an emergency will determine the priorities assigned to projects. Although most 
“life-saving” projects are likely to be top-priority, not all top-priority projects have to be directly life-
saving. They can instead enable other top-priority projects (e.g. joint logistics or telecommunications 
projects); reduce aid dependence or facilitate access to the affected populations (objectives pursued 
by key early recovery projects); avert harm in a time-critical way (e.g. animal vaccination projects); or 
facilitate key protection and advocacy activities (such as education projects).  

 [From Revised Guidelines for Flash Appeals, OCHA 2009] 

 

Tools and further guidance 

� Revised Flash Appeal Guidance, OCHA 2009 

[This guidance is addressed to RC/HC’s and covers the preparation of the whole, 
inter-sectoral appeal but also includes elements relating to the preparation of 
individual cluster/sector inputs for both Flash Appeals and subsequent revisions.] 

 

                                                      

61 In the build-up to the revision, funding analysis should be done by the CCT as well as individual organizations on 
their own funding. This can be done through direct contacts with agencies who are receiving funding and 
ascertaining whether they would consider bringing their projects into the appeal. 
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6.3   Preparing Food Security elements of CERF Applications  

 

FS proposals for CERF funding must be submitted in time and with good 
justifications for inclusion in the HC’s recommendation for funding.  

 

What is the “CERF”? 

The Central Emergency Response Fund (CERF) is a stand-by fund established by the United 
Nations to enable more timely, reliable and equitable humanitarian assistance to victims of natural 
disasters and other types of emergency. It is intended to complement – not substitute for – flash 
and consolidated appeals. There are two funding windows: 

- Rapid response – CERF may provide seed funds to jump-start critical operations. 

- Under-funded emergencies – CERF can fund life-saving projects in an ongoing emergency 
situation that is under-funded (priority projects that are not yet covered by other donors). 

The Fund is intended to support emergency response in general but NGOs are 
not eligible to access CERF funds directly. Only UN agencies can submit 
requests for CERF funding. The CLA (or a relevant UN agency if the CLA is 
not a UN agency) can compile and submit a proposal incorporating the project 
funding requirements of other, non-UN cluster partners, when appropriate. The 
CLA/UN agency is then responsible for ensuring that CERF funds allocated to 
NGO projects are promptly passed through to the NGO/s concerned. 

At the beginning of a crisis, the CERF application should be prepared and 
submitted in parallel with the Flash Appeal [see 6.2]. The appeal serves as the 
contextual analysis for the CERF application and the catalogue of projects 
from which the highest-priority projects are nominated for rapid CERF funding. 

 

Putting together an FS application 

The first set of applications for CERF funding (through the “rapid response” 
window) should be undertaken in parallel with or very shortly after the 
preparation of the initial Flash Appeal. 

� Prepare the CERF application using the same process as that described in 
6.2 for the preparation of a Flash Appeal – using the cluster (if there is a 
well-functioning cluster) or convening an ad hoc group of interested 
organizations. 
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� Select from the flash appeal the highest-priority projects that have not yet 
received any clear indications of donors support taking account of the list 
of acceptable “life-saving” projects in the box below. Get the 
organizations concerned to prepare concise project summaries in the 
CERF format. 

� Submit the food security package of applications to the HC for inclusion 
in the overall CERF request. Where agricultural projects are included, 
provide convincing arguments why they are an immediate priority (to 
avoid missing a planting season, for example). 

 

Tools and further guidance 

� CERF application template 

� CERF Live-Saving Criteria, OCHA 2010 

� http://ochaonline.un.org/cerf/HowtoApply/CERFGuidance/  or 

� http://www.unocha.org/cerf/resources/guidance-and-templates 

[Guidance and templates for CERF applications including some in French or Spanish] 

“Life-saving” activities in the agriculture and food sectors that may be 
considered for CERF funding 

Reproduced from CERF Life-saving Criteria, OCHA 2010. 

Activities Conditions 

Agriculture in emergencies 

Provision of inputs such as seeds, fertilizers 
and tools in emergency contexts to restore 
food security and production capacity. 

Agricultural activities which have a direct and 
immediate impact on restoring and protecting food 
availability and the livelihoods of those affected by 
an emergency. 

Survival of productive animals in emergency 
situations. Examples include emergency 
vaccination, initial re-stocking, de-stocking, 
and water and supplementary feeding for 
animals. 

Applicable when animal husbandry is a primary 
source of livelihood, particularly for pastoralist 
communities and women, i.e. when livestock are 
essential for nutrition, transport, ploughing and 
fuel. 

Initial inputs for trans-boundary or country 
contained crop pest plague control (for 
example against locusts) or to control the 
spread of livelihood and human life 
threatening epizootic diseases. 

Time-critical interventions to avert disaster and 
restore livelihoods after damage assessments. 

Flood and drought related response. 
Examples include emergency embankments, 

Time-critical interventions to protect or ensure 
food security. 
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spot repair of agricultural infrastructure and 
other emergency inputs. 

Food 

Provision of minimum food requirements to people affected by emergencies. 

General food distribution and targeted 
distribution for most vulnerable groups 
(complement gaps). 

Context of specific emergency response 

For under-funded emergencies the CERF would 
only contribute to food pipeline breaks in serious 
deterioration emergencies and based on analysis 
of funding/financial status. 
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6.4   Preparing, monitoring and reviewing a Consolidated Appeal 

 

The Consolidated Appeal is a key document for clusters and the basis for inter-
sectoral/inter-cluster prioritization, strategising and planning. It can also serve as 
a reference for organizations that choose not to participate in the consolidated 
appeal.  

The FSC must contribute to the development of the inter-sectoral elements 
(through the CLA and CC) and provide specific FS components. Mid-year reviews 
(MYRs) are critical in measuring progress and reorienting strategies when needed. 

 

What is a “Consolidated Appeal”? 

The Consolidated Appeal is more than a fund-raising document. It is the humanitarian system’s 
concerted action plan for large-scale crises that require response by more than one agency. This 
action plan contains a needs analysis; a strategy (with clear measurable objectives, indicators, and 
monitoring plan); cluster1 response plans including detailed operational planning and budgets (i.e. 
projects). It thus also serves as the basis for monitoring and accountability – whether the 
humanitarian system has done what it said it would do, and whether this has had the necessary 
effect. 

A consolidated appeal is prepared when the Emergency Relief Coordinator (ERC) and IASC 
decide, in consultation with the Humanitarian Coordinator and the IASC Country Team, that a 
concerted approach is needed including a consolidated approach to resource mobilization. The 
appeal is then developed by the HCT under the leadership of the HC. Non-IASC members, such 
as national NGOs, can be included. Other key stakeholders in humanitarian action should be 
consulted, in particular the Government and donors. Clusters provide inputs for their sectors.  

The first CAP is produced when appropriate and the process typically takes about a month. 
Follow-on CAPs, when needed, are produced on a calendar-year basis according to a schedule 
fixed by OCHA globally. Mid-Year Reviews (MYRs) are conducted and the appeal revised as 
needed. 

 

Providing inputs to the inter-sectoral elements of a Consolidated 
Appeal 

The CLA and CC contribute, through the HCT and participation in CAP 
workshops convened by the HC and OCHA, to the overall, inter-sectoral 
elements of the CAP document (summarized in the box below) and, in 
particular, to the development of the Needs Analysis and Common 
Humanitarian Action Plan (CHAP): 
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Inter-sectoral elements of a CAP 

 Previous year in Review 

- Changes in the context 

- Achievement of strategic objectives and lessons learned 

- Summary of cluster targets, achievements and lessons learned 

- Review of humanitarian funding 

- Review of humanitarian coordination 

Needs Analysis 

- Priority humanitarian needs and the phenomena driving them (the root causes); 

- Coping capacities of affected women, girls, boys & men and the extent to which these are 
mitigating their needs; 

- How priority needs inter-act with one another; 

- Number of people suffering humanitarian needs; who and where they are; their demographic 
profile (i.e. disaggregate by sex and age and any other important characteristics).  

- If this is a protracted crisis, how many affected people (disaggregated by sex and age) are 
being reached currently?  

Common Humanitarian Action Plan 

- Scenarios 

- The humanitarian strategy 62 : the long-term goal and how it will be achieved with the 
available or expected resources, capacities and access (and what will not be done); needs 
being met by the government and other outside the CAP; consequent  boundaries of the 
CAP in terms of caseload, types of need, and types of intervention 

- Strategic objectives for humanitarian action often inter-sectoral/inter-cluster, that are feasible, 
measureable, compelling, and reflect the specific needs of women, girls, boys & men, with 
associated indicators 

- Criteria for selection and prioritization of projects 

- Logical framework of humanitarian action plan 

- Cross-cutting issues 

- Roles and responsibilities 

 [Synthesized from CAP Guidelines 2012, OCHA 2011] 

                                                      

62 A humanitarian strategy… aims to make the actions of the many organizations on the ground greater than the 
sum of their parts; to make the best use of limited resources; and to seize opportunities to move towards a long-
term resolution and recovery. It makes decisions about the dilemmas that confront any large-scale humanitarian 
response. It maps and prioritizes needs; it matches capacity with needs to ensure full coverage; it aims for 
effectiveness (filling gaps) and efficiency (eliminating duplication and use of resources on low priorities); it 
capitalizes on comparative advantages; it seizes opportunities for synergy, reducing aid dependence, avoiding the 
deepening or relapse of a crisis, and attacking inter-related problems; it anticipates future needs and opportunities, 
and positions the humanitarian country team to respond to or pre-empt future problems. [CAP guidelines 2012] 
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� Work with FSC partners to identify a set of key indicators and thresholds 
to determine priority FS needs. 

� Provide a list of all needs assessments on which FS inputs to the CAP will 
be based and, if there are important information gaps or unreliability, 
explain why and what is being done to improve information. 

� Cooperate with OCHA and other CCs in reviewing cluster inputs, 
analysing inter-relations among needs and causes across sectors, and 
drafting the overall needs analysis. 

� Work within the HCT to develop the humanitarian strategy and define 
strategic objectives for the overall humanitarian response. 

 

Preparing the FS needs analysis and strategic objectives  

� Arrange a special meeting to select and prioritize projects for inclusion in 
the consolidated appeal. If the Cluster is large, use the FSC strategic 

advisory group (SAG) or form a task group for this purpose including 
representatives of each main group of stakeholders, e.g. government, large 
INGOs, large NNGOs, small INGOs, small NNGOs, other national 
institutions, donors. Elect a chair and co-chair at least one of which from 
an NGO or the International Red Cross and Red Crescent Movement. 

� Prepare a first draft FS needs analysis to the group to review, discuss, 
improve and finalize.  

� Prepare a first draft for FS strategic objectives, with corresponding outputs 
and indicators, for the group to review, discuss, improve and finalize. It 
should be based on the needs analysis and in line with the overall priorities 
established by the HCT.  

This may also be the occasion to define and agree on any specific 
operating principles and standards that FS response activities should meet 
in addition to the overall cross-cutting aspects defined by the HCT. 

� Agree a division of labour among partners – who will do what (undertake 
which activities), where and when – in order to achieve the strategic 
objectives.  

The box below shows the structure prescribed for the cluster/sector sections 
(response plans) for CAPs in 2011. Check the latest OCHA guidelines and 
templates. 
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Outline of a cluster response plan for a CAP (2012) 

Summary of cluster response plan 

- Cluster lead agency 
- Cluster member organizations 
- Number of projects 
- Cluster objectives 
- Number of beneficiaries 
- Funds required 
- Funds required per priority level 
- Contact information 

Categories and disaggregated numbers of affected population and beneficiaries 
Category of 

affected people  
Number of people in need Targeted beneficiaries 

female male total female male total 
       

       

Totals       

FS needs analysis  

- Priority needs, populations and locations based on key indicators  
- Risk analysis 
- Inter-relations of needs with other sectors 

Coverage of needs by actors not in the cluster or CAP 

Objectives, outcomes, outputs, and indicators 

Cluster Objectives 
Outcomes with 
corresponding 

targets  

Outputs with 
corresponding 

targets  

Indicators with 
corresponding targets 

and baseline 
1. 
 

   

  

2.    

Cluster monitoring plan  

Map or table of proposed coverage per site 

 [From CAP Document Template 2012, OCHA 2011] 

� Review the overall, inter-sectoral criteria established by the HCT for the 
selection and prioritization of projects in general and agree on the specific 
criteria to be used for food-security sector projects.  

� Agree clear criteria for the selection of FS projects for inclusion in the 
appeal. Ensure that these criteria cover the “programme quality issues” 
described in chapter 7, and include technically-sound support to early, 
sustainable recovery and a progressive transition from aid dependency to 
self-reliance, when appropriate. 
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Preparing a coherent package of FS projects for inclusion in the CAP  

Once the needs analysis, strategic objectives and division of labour have has 
been agreed – not before – invite partners to prepare and propose projects and 
begin the process of selecting and prioritizing projects for inclusion in a CAP

63
 

� Request organizations who wish to participate in the appeal to complete 
one-page project sheets on the Online Project System (OPS) at 
ops.unocha.org 

- ensure that partners include details of the locations in which they will 
operate, using the geographical feature on OPS; 

- make it clear that entering project proposals in the system does not 
guarantee that they will be included in the CAP; 

- emphasize that a consolidated appeal is a prioritized set of actions 
specifically designed to achieve an agreed set of strategic objectives 
within a specified time frame, and organizations remain free to submit 
the same and other project proposals directly to donors at any time; 

- arrange to upload projects for partners who have poor connectivity. 

� Arrange for the SAG or task group to review the proposals in a discussion 
facilitated by the designated chair and co-chair. Agree on the projects to be 

included in the appeal based on the previously-agreed criteria. Inform the 
originating organizations of any proposals not selected, with reasons. 

Cluster partners peer-review the projects by viewing them on OPS, comparing 
them to the cluster’s agreed division of labour for covering the map needs. 
They select those that correspond to the agreed division of labour, are 
feasible for the proposing organization, and are reasonably budgeted, to be 
included in the CAPs. They prioritize them, and apply the gender marker 
code. [CAP Guidelines 2012, OCHA 2011]  

� Liaise with other clusters to ensure that activities are complementary and 
appropriately address the priority inter-sectoral problems. 

� Include projects to provide any support needed to assure the effective 
functioning of the cluster, and the ability of the cluster lead agency and 
coordinator to fulfil their responsibilities. 

                                                      

63 Edited from Guidance for CAP Project Selection and Prioritization, IASC June 2004 
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� Submit the selected proposals as a package to the Humanitarian 
Coordinator.  

The chair and co-chair should then participate in a peer (inter-cluster) review to 
ensure overall consistency in the proposals for different sectors. The HC makes 
the final decision and is accountable to the Emergency Relief Coordinator for 
ensuring that projects included in the appeal are in line with the agreed overall 
humanitarian needs and strategic priorities. 

Sample criteria for project selection/prioritisation 

� Population: the project targets one or more of the vulnerable population groups prioritized by the 
HCT, and takes due account of the different situations of women, men, girls and boys in the 
different population groups. 

� Strategy: the project addresses priority areas in the food security response plan and will help to 
achieve specific objectives using agreed strategies. 

� Organisational capacity: the appealing organisation has the technical expertise and operational 
capacity in the country, and the mandate to implement the project, or can mobilize the capacity 
as required. 

� Geographic area: the project will be implemented in a region that is considered to be a priority for 
humanitarian food security/agriculture action. 

� Timing: the project can make a measurable impact in the time-frame of the appeal (usually one 
year). 

� Other context-specific criteria: e.g. projects that promote gender equality, include a focus on 
HIV/AIDS (where this is a major concern) and/or help to build local capacity. 

[Adapted from Guidance on CAP Project Selection and Prioritisation, IASC June 2004] 

 

Applying the “Gender Marker” 

The IASC Gender Marker is mandatory in all CAPs since 2012 and for many 
pooled funds. The criteria are reproduced in Annex K. The Cluster Coordinator 
must: 

� Arrange for codes to be assigned by the SAG/task group to all project 
proposals prior to selection, and try to consistency within the FSC and, to 
the extent possible, with other clusters.  
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Usefulness of colour-coding – an example from country-level experience 

Cluster Coordinators can arrange for the gender dimensions in each of project to be 
highlighted in colour before distributing them to the vetting panel which can be done easily 
by computer. By having the gender elements ‘jump out’ in colour, it is not only quicker to 
code but easier to see whether the gender information in the ‘Needs’ section is justified 
and flows into relevant ‘Activities’ and ‘Outcomes’ sections of the projects.  

 

A comparison was done in oPt between panels: in a Cluster team where gender dimensions were not 
highlighted had to invest more effort and often had less informed discussion on the code. 

[From Lessons learned for Food Security Clusters, GST draft 2011] 

 

Conducting a mid-year review (MYR) 

A mid-year review (MYR): 

� Measures progress made in achieving the goals and objectives of the 
Common Humanitarian Action Plan (CHAP) and report findings to 
stakeholders; 

� Determines whether or not the agreed strategy is having the desired impact, 
and if necessary change the strategy to adapt to new conditions; 

� Updates the portfolio of projects; 

� Reprioritizes humanitarian response activities and projects; 

� Analyses funding and, on that basis, advocates for donor support. 

To undertake a MYR: 

� Review the relevant CHAP section in the light of up-to-date information 
from assessments and monitoring, and propose adjustment if needed. 

� Review all projects proposed in the CAP and validate that each is still 
relevant (has not become redundant), feasible, and economically budgeted. 
Project proposals that do not meet these requirements should be deleted, or 
revised by the proposing organisation. 

� Prioritize remaining unfunded or under-funded projects using at least a 
two-tier system (top priority and medium priority projects).   



PLANNING & APPEALS  

194   Food Security Cluster Coordination Handbook (Draft #3: June 2012) 

� Ensure that all relevant proposals and projects are taken into account 
(including those of NGOs that are relevant although not shown in the 
original appeal document).

64
   

Individual agencies should give their headquarters an early look at their new or 
revised projects during the MYR process, to avoid any misunderstandings and 
the need for last-minute changes.  

 

Tools and further guidance 

Preparing a consolidated appeal 

� CAP Guidance 1012 – OCHA 2011  

� IASC WG - Guidance for CAP Project Selection and Prioritization, June 2004 

Tracking contributions 

� UN - UN Agency Field Office and the Financial Tracking Service (FTS) 

http://ocha.unog.ch/fts/exception-
docs/AboutFTS/guidesheets/FTS_&_UN_agency_Field_Office_guide.pdf 

Conducting a mid-year review 

� OCHA – Humanitarian Appeal – Guidelines for Mid-Year Review 2008 - 

http://ochaonline.un.org/humanitarianappeal/webpage.asp?MenuID=9198&Page=1481 

 

                                                      

64 Projects already funded but not yet counted in the CAP should be taken into account as part of the MYR (as long 
as they are consistent with the CHAP), in order to accurately measure funding against need. 
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6.5   Preparing Contingency Plans 

 

Sectors actors should be ready to respond in a coordinated manner to foreseeable 
crises.  

Contingency planning is undertaken in “normal” times and also during an ongoing 
humanitarian response operation (when the focus is on being ready to deal with 
future events that could further complicate the current situation.] 

 

Contingency planning is a process that includes: 

- anticipating potential (new) emergencies; 

- analysing their potential humanitarian impacts and consequences; 

- establishing clear objectives, strategies, policies and procedures, and 
articulating critical actions that would need to be taken to respond to them;  

- recording agreements and taking necessary actions to enhance preparedness. 

Contingency plans must be prepared for responding to foreseeable new threats 
in order to ensure, as much as possible, the continuity of services and 
humanitarian assistance to the target populations.  

Cluster partners should plan together but also contribute to and support 
contingency planning by relevant national authorities. 

Events (contingencies) that might need to be anticipated include, for example:  

- secondary disasters: recurrence of the primary hazard or secondary 
phenomena such as an epidemic or a forthcoming cyclone season;  

- deterioration of the security situation, notably the possibility that renewed 
conflict could affect certain areas or programmes, cause new population 
displacements, or disrupt supply corridors;  

- breakdown of in-country supply chains due to overburdened provincial 
services. 

Seasonal variations such as rainy and lean seasons and their usual effects on 
programme implementation, markets and physical access must also be taken 
into account, but this should be integrated in the basic response strategy. 
Contingency planning should cover other, more exceptional events. 

 

In collaboration with the relevant government entities and other stakeholders: 
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� Identify and prioritize possible contingencies that, during the coming 
months, could impact on: 

- food availability (production, stocks or market systems); 
- food access (household stocks or production, market prices, wages); 
- any ongoing humanitarian food security and early recovery 

assistance operations. 

� Decide within the Cluster, in coordination with government entities and 
other main food security/agriculture actors, how such events will be 
managed – how cluster partners will respond, collectively, to FS needs and 
how operational support and services will be maintained if/when such 
events occur. This includes being ready to organize an assessment and 
issue a Flash Appeal, if/when needed – see box below. 

� Estimate the additional resources – human, material, financial – that could 
be needed to respond to the new situation; determine how they would be 
mobilized and where to pre-position stocks. 

� Write up a joint Cluster/sector contingency plan that describes the 
anticipated scenario(s), specifies arrangements for immediate joint 
assessment and planning, outlines the response strategy, actions and 
resources that would probably be needed, and assigns specific roles and 
responsibilities for action if/when such events occur and for immediate 
preparedness measures. 

� Disseminate the plan to all stakeholders and ensure that all Cluster partners 
take necessary measures internally to be ready to fulfil their 
role/responsibilities if/when such events occur. If needed, prepare specific 
projects to enhance preparedness and seek to mobilize the necessary 
resources from donors.  

� Regularly review (i) the list of possible contingencies and scenarios, and 
(ii) the contingency plan. Update them when necessary.  

� Ensure the constant, ongoing monitoring of contingency stocks, and their 
replenishment whenever needed. 

Being ready to issue a Flash Appeal 

Being ready to issue a flash appeal should form part of a HCT’s (and therefore individual clusters’) 

contingency plans. The following elements, which should all form part of contingency planning, will 

improve the speed with which the first version of a flash appeal can be produced: 

� Identification of risks and vulnerabilities, including protection concerns; 

� Identification of baseline data (e.g. demographic [gender, age], economic, urban/rural);, 
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especially regarding at-risk zones or vulnerable populations including internally displaced 

persons (IDPs]  

� Pre-contacts with government and other national actors of concern (e.g. national Red Cross/Red 

Crescent Society); 

� Agreement with government on what kind and scale of crisis would trigger an international 

appeal and (since some governments are uncomfortable with international organisations issuing 

an ‘appeal’ for their country, with its connotation of helplessness) what that appeal should be 

called; 

� Pre-formation of clusters, i.e. assignment of roles and responsibilities; 

� Drafting of generic projects at country or regional level, based upon risk and vulnerability 

assessments, and in-country humanitarian and government capacity.  (Where possible HCTs 

should prepare indicative cost plans for response activities using the flash appeal project box 

format, to further save time);   

� Simulation exercises are recommended, to improve the HCT’s familiarity with response tools and 
mechanisms. 

 

Tools and further guidance 

� Inter-agency Contingency Planning guidelines, IASC Working Group, 2008 

� IASC Cluster-Sector Leadership Training (2007) Tip Sheet – Contingency 
Planning  – http://www.humanitarianreform.org/Default.aspx?tabid=143 
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7.1 Supporting and Building National Capacities 

 

In order to strengthen national capacities to cope with any future crises: 

� International humanitarian and early recovery assistance should complement 
the relief and recovery efforts of national authorities. 

� The activities of international humanitarian actors should build on and 
strengthen the capacities of national authorities as well as national NGOs, 
grassroots organizations and other local actors. 

To that end: 

� Work with cluster partners (collectively and individually) and relevant 
national authorities to ensure that all humanitarian food security activities 
are designed and implemented in ways that contribute to re-building local 
capacities. Try, in particular, to ensure that:  

� existing facilities and systems are used, reactivated and repaired, 
whenever possible; 

� existing in-country competencies are identified and used as much as 
possible; 

� local personnel, including women, are involved in all assessment, 
planning and response activities; 

� training/re-training needs are identified and appropriate, task-oriented 
training provided as early as possible (with equal opportunities for 
women and men). 

� Discourage FS partners (and other actors) from creating new, parallel 
systems unless absolutely necessary. 

� Try to get agreement among all the main FS actors on: 

- the importance of maintaining and, where possible, strengthening 
relevant national and sub-national level sector structures; and  

- not denuding those structures of key staff.65  

� Facilitate partnerships among international and national NGOs to help 
build local capacity. 

� Maintain independence and strict impartiality in any situation of conflict. 

                                                      

65 All-too-often, international agencies and NGOs recruit staff from government entities whose capacities are thus 
decimated making longer-term recovery more difficult! 
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Tools and further guidance 

� Operational Guidance for Cluster Lead Agencies on Working with National 
Authorities, IASC July 2011 

� WASH Cluster Coordination Handbook, section 1.2.1 WASH Cluster 
Coordination Structure, Global WASH Cluster 2009 – 

[Provides examples of different possible coordination structures and the perceived 
advantages and disadvantages of each: (i) CLA supporting an existing government-led 
mechanism; (ii) a Cluster alongside an existing government mechanism; (iii) a Cluster in 
the absence of any existing mechanism] 
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7.2   Mainstreaming Cross-Cutting Concerns 

 

The cross-cutting concerns prioritized by the Humanitarian Country Team (HCT) 
must be taken into account in all food security assessment, analysis, planning, 
implementation, monitoring and evaluation activities. 

 

The IASC has identified age, environment, gender and HIV & AIDS as cross-
cutting issues that have implications across sectors and therefore must be an 

integral part of all programmatic response by all clusters in emergency 
preparedness, response and early recovery activities. Protection issues, 
including protection from sexual exploitation and abuse, are also to be taken 
into account.

66
 Lead agencies have been identified for each of these issues at 

the global level, see 1.5. All gFSC partners have agreed that gender and 
protection analysis will be embedded in their FS activities. 

At country level, the HCT may identify additional issues and priorities that are 
important in the local context. All clusters are then called on to take these 
issues into account and mainstream them throughout their activities following 
the respective IASC guidelines and standards. The same issues are taken into 
account by the HC and HCT when reviewing proposals from clusters for sector 
strategies, priorities and projects to be included in flash and consolidated 
appeals, or considered for CERF funding. 

In some cases certain issues, notably gender, may be coordinated through 
existing country-level mechanisms. In larger emergencies, protection and/or 
gender advisers may be assigned to clusters or the HC’s office (for all clusters) 
for 6-12 months by the IASC ProCap (protection) or GenCap (gender) projects. 
For details of how to acquire GenCap expertise, see: 

� http://oneresponse.info/crosscutting/GenCap/Pages/GenCap.aspx 

 

Providing a framework and leadership to deal with cross-cutting issues 

Cluster management arrangements: 

� Arrange for the FSC to designate a focal point for each priority cross-
cutting issue and for issues which are always important for FSC CC to be 

                                                      

66 Protection issues must also be taken into account by all clusters notwithstanding the fact that a separate 
Protection Cluster is established in many cases. Cultural and ethnic sensitivity can also be important. 
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aware of, such as GBV
67

: these should be organizations that have 
particular competences in the topics concerned. (Task teams may be 
formed, if found necessary.) 

� Consider whether equivalent cross-cutting issue focal points are needed at 
the sub-national level (where there are area clusters) for some of all of the 
issues. If so, ensure necessary two-way communications among the 
national and area-level focal points.   

� Ensure that each FSC cross-cutting issue focal point meets regularly with 
his/her counterparts in other clusters, and with any relevant advisor 
assigned in the HC’s office, and reports back to the CC and FSC to ensure 
inter-cluster coordination in relation to each of the issues. 

� Work within the inter-cluster coordination group, or equivalent, to identify 
possible synergies among clusters in addressing cross-cutting issues. 

Work with Partners may include:  

� Working with the focal points to promote awareness and discussion of 
cross-cutting issues with cluster partners including the importance of the 
issues, strategies to address them, and tools and resources available. 

� Developing consensus among cluster partners on how to incorporate 
priority cross-cutting issues in the preparedness, response and recovery 
activities of the FSC and individual cluster members, and in the cluster 

stategic response plan in particular. 

� Working with partners to incorporate strategies to promote gender equality 
and to prevent gender-based violence in food-security-related programmes 
at all stages of the humanitarian response and early recovery. 

� Ensuring that cross-cutting issues are appropriately included and dealt with 
in all cluster guidelines, proposals and plans, and that they are 
accompanied by clear actionable tasks for cluster partners. 

� Involving appropriate technical staff from outside the cluster when needed 
(e.g. from ministries of health, gender or youth) if advice and support is 
not available from an advisor in the HC’s office. 

� Identifying needs for support – capacity development – for FSC partners 
on integrating cross-cutting issues into the planning and implementation of 

                                                      

67 Or ensure that cluster coordinators have a level of competence in GBV - particularly in link between GBV and 
food security 
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FS activities, and putting them in contact with competent local networks or 
the gFSC-ST for further information. 

 

Tools and further guidance 

� Cross-cutting issues checklist in Annex J. 

� IASC Guidelines for Gender-based Violence Interventions in Humanitarian 
Settings, IASC 2005 

� Handbook for RCs and HCs on Emergency Preparedness and Response, draft 
Jan. 2010, chapter IV. 

� http://oneresponse.info/crosscutting/Pages/Content.aspx 
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7.3   Promoting Early Recovery; Facilitating “Transition” 

 

Recovery should be promoted and facilitated from the earliest possible moment. 
The strategic plan should provide for a progressive transition from humanitarian 
assistance to recovery and long-term development, as the situation permits. 

 

Each cluster is responsible for promoting recovery activities including relevant 
capacity-building, within its sector, from the earliest possible moment, 
especially following a natural disaster. Actions at all stages of the emergency 
response should promote long-term sustainability of livelihoods and natural 
resources, to the maximum extent possible. 

A focal point for early recovery (ER) should be designated within each cluster: 
this should be an organization that has a long-term, development-oriented 
presence in the country. These focal points link together in an “Early Recovery 
Network”. Normally, UNDP recruits and assigns either an ER adviser who 
provides technical support and guidance to the HC or an ER coordinator who 
facilitates the ER Network. Exceptionally an early recovery cluster may be 
formed to deal with any important aspects of recovery that are not covered by 
other clusters (e.g. governance). 

Some principles for promoting early recovery 

� “Build back better”, whenever possible: conditions and structures that had earlier kept people 
trapped in poverty should not be recreated. 

� Think long-term: be aware that ill-considered decisions and investments made in the initial 
phases of a crisis may have detrimental long-term consequences extending well into the 
recovery and reconstruction phases. 

� Protect and reinforce local capacities in all sub-sectors from the outset as suggested in 3.10 
(including natural resource management and conservation capabilities).  

� Use the millennium development goals (MDGs) as targets to focus recovery activities following a 
protracted crisis. 

� Give appropriate priority to the resumption of livestock and fish production in areas where they 
are important parts of the diet and livelihoods of the affected communities. 
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Organizational arrangements: 

� Arrange for the FSC to designate a focal point (and, if found necessary, a 
task team) for early recovery issues: this should be an organization that has 
a long-term presence in the country and a developmental orientation. 

� Consider whether an equivalent ER issue focal point is needed at the sub-

national level (where there are zonal clusters). If so, ensure necessary two-
way communications among the national and zonal-level focal points.   

CC action:  

� While still assuring humanitarian action to protect lives and livelihoods as 
needed, give progressively increasing attention to recovery taking account 
of overall socio-economic conditions, gender inequalities, the institutional 
capacity of government and non-state actors, the nature of the crisis, and 
differences among geographical areas. Focusing on women and 
gender equality is a key principle. Women are essential to food 
production   (and therefore food security). 

� Work with the ER focal point to promote attention to early recovery 
possibilities with cluster partners and in all cluster assessment, analysis 
and planning activities. 

� Ensure that the ER focal point participates fully in the inter-cluster ER 
network, maintains regular contact with any relevant ER advisor assigned 
in the HC’s office, and reports back to the CC and FSC to ensure 
appropriate coordination of early recovery activities across clusters. 

� Contribute to dialogue within the inter-cluster coordination group (ICCG), 
or equivalent, to identify possible synergies among clusters in promoting 
early recovery. 

� Ensure that promoting early recovery is appropriately included and dealt 
with in all cluster guidelines, proposals and plans. 

� Involve appropriate technical staff from outside the cluster if/when 
appropriate if needed advice and support is not available from an advisor 
in the HC’s office. 

� Collaborate in Post Disaster Needs Assessments (PDNAs) – usually led by 
the government with the support of UNDP, the EC and WB – and other 
inter-agency, recovery-oriented, post-crisis assessments ensuring data is 
disaggregated by age and gender 
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� Ensure Recovery activities promote safe and equal access to food by 
vulnerable groups, with particular emphasis on women to prevent survival 
mechanism which can further exacerbate their vulnerability to violence 
and abuse

68
. 

� Use the Consolidated Appeals Process (CAP) to mobilize resources for 
some initial early recovery activities, when agreed with the HC and 
humanitarian country team, but also explore possibilities for funding more 
substantial recovery-related activities through bilateral or multilateral 
agreements such as multi-donor trust funds (MDTF) and include priority 
activities in the UN Country Assistance Framework. 

� Promote capacity building within national agencies to enable them, and 
national enterprises, to take the lead in rebuilding facilities and services 
and thereby enhance national ownership of the process and results.  

� Identify well-functioning local agencies and enterprises that can serve as 
models or support for malfunctioning sector facilities or services. 

� Once the situation and assistance operations have stabilized, plan with the 
relevant national authorities for a nationally-led coordination mechanism 
to gradually take over the coordination of ongoing, longer-term assistance 
within the sector. 

 

Tools and further guidance 

� Beyond Relief: food security in protracted crises, FAO & Practical Action 
Publishing 2008 

� Guidance note on Early Recovery, Cluster Working Group on ER, 2008 

� Livestock emergency guidelines and standards, LEGS project & Practical 
Action Publishing 2009 

� Global Early Recovery Cluster (2008) Early Recovery – Compilation of Tools 
and Resources [Overview of resources and links to further information on 
early recovery] 

� http://www.humanitarianreform.org/humanitarianreform/Default.aspx?tabi
d=80  [Link to the Early Recovery Cluster] 

                                                      

68 There is a close link between economic empowerment and prevention and response to GBV.  Women without 
alternative economic opportunities will be more likely to engage in transactional sex.  Women’s economic 
empowerment programming should, wherever possible, be included in the early stages of early recovery 
programming.  
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8.1   Advocating for Food Security Needs 

 

All stakeholders including the government at the highest level, the HCT and 
potential donors are made aware of the situation, risks, unmet needs and 
opportunities in relation to food security.  

 

General advocacy for food security 

“Advocacy is making a persuasive argument for a specific outcome” [UNICEF].  

“It is the active promotion of a cause or principle” [WHO]. 

Advocacy should be conducted through both public statements (e.g. collective 
Cluster statements) and private dialogue (e.g. CC discussions with government 
representatives, donors and the local and international news-media). 

Each advocacy message/argument should serve a specific purpose, be based on 
clear evidence, and be adapted to the context (including local culture). 

Arguments based on “rights” can be effective in creating political will where it 
is lacking, especially when framed within existing cultural constructs. 

Advocacy for food security action and resources should be undertaken within the 
context of an overall advocacy strategy established by the HC and HCT. 

Role of OCHA in Advocacy and Resource Mobilization 

� Working with partners to identify key common advocacy concerns. 

� Supporting the HC in developing and implementing inter-agency advocacy strategies. 

� Advocating for donors to fund Cluster partners in carrying out priority activities. 

� Advising individual Clusters and the HCT on funding mechanisms.  

 

The CC should: 

� Identify advocacy expertise and capacities within the Cluster. Establish a 
standing working group to develop appropriate advocacy strategies and 
communications. 

� Work with that group to identify the main issues for which advocacy and 
communications are required for the Cluster/sector as a whole and for 
specific messages. Develop advocacy strategies that will get the messages 
to relevant decision-makers. 
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� Ensure that all advocacy messages are people-centred and include 
relevant, strategic arguments on why embedding specific cross-cutting 
issues such as gender can greatly improve effectiveness of outcome and 
efficiency of delivery of FS assistance. 

� Get professional support, if needed, from agencies that have particular 
experience. 

� Highlight food security needs in all relevant inter-sectoral fora and 
processes (including HCT meetings, donor meetings, etc.).  

� Ensure that other sectors understand the specific issues facing food 
security in the particular local context, the possibilities for synergy and any 
risks of undermining food security recovery. 

� Ensure the production and wide dissemination of food security bulletins, 
and briefing of the news-media on specific issues [see 3.12]. 

� Ensure that advocacy materials are easy to understand for people who are 
not food security specialists and take account of the local cultural context. 
Explain concepts clearly and be careful and consistent in the use of 
terms.

69
  

� Participate actively in the planning and execution of multi-sector advocacy 
and communications strategies. 

The CLA and CC should meet regularly meet with donors (individually and 
collectively) to explain the situation and needs for the sector/cluster as a whole. 

 

Working with donors 

As with general advocacy, resource mobilization efforts with donor 
representatives at country level should be undertaken within the framework of 
an overall, inter-sectoral strategy established by the HC and HCT. 

Within that framework, the CLA and CC, on behalf of the cluster and sector as 
a whole, should: 

� Take the initiative to contact local donor representatives, any foundations 
and potential private-sector donors represented in the country to explain 
food security priorities and resource needs.  

                                                      

69 Using the word “agriculture” to encompass all sub-sectors (including fisheries, forestry, etc.) and yet using the 
same word “agriculture” to refer only crops, often leads to confusion among non-specialists! 
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� Map the particular interests of each potential donor and keep them 
informed of needs and developments on a regular basis. 

� Ensure that all potential donors understand the importance of, and 
possibilities for, promoting early recovery in agriculture and other 
livelihood activities – the need for a “twin-track” approach to promote 
self-reliance and minimise the period of dependence on food or other 
forms of relief distribution. 

� Prepare information briefs to support resource mobilization for the sector/ 
cluster as a whole, highlighting the priority gaps in the food security 
response and the human dimensions of the problem. 

� Encourage potential donors to participate in Cluster coordination meetings 
and briefings. 

� Invite donors to join assessment missions (as observers) and project site 
visits. Support joint donor fact-finding missions. 

� Prepare concise, “donor-friendly” briefing materials and presentations, 
including easy-to-understand graphics. Prepare and provide detailed 
technical material and presentations only when requested by a particular 
donor.  

� Link potential donors with specific Cluster partners, when appropriate. 

� Establish a system to record all contacts with donors, the proposals given 
and the indications of interest received. 

� Alert the HC and CLA headquarters to any critical gaps that need urgent 
action.  

Reporting to donors 

Ideally, joint planning and the coordinated implementation of agreed activities 
would be followed by joint reporting back to donors – the preparation of a joint 
narrative report to be submitted to all donors together with the separate 
financial reports of each organization to each donor. The CLA and CC should: 

� propose joint reporting to cluster partners and donors and, where agreed, 
take the lead in preparing an overall narrative report based on the FSC 
strategic response plan and the expected results as presented in the flash or 
consolidated appeal. 

Ensure that reports are people-oriented and explain how cross-cutting concerns 
(protection, gender, etc.) have been taken into account in the design and 
implementation of the various FS activities. 
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Tools and further guidance 

� WASH Cluster Coordination Handbook, Global WASH Cluster 2009, section 7.5 
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ANNEX A 

Glossary 70 

Agro-ecological 
zone 

A land resource mapping unit, defined in terms of climate, land and soils, 
and/or land cover, and having a specific range of potentials and constraints 
for land use. [FAO, Agro-ecological Zoning Guidelines] 

Analysis The detailed, methodical examination of constituent elements, structure and 
inter-relationships. [Adapted from Oxford English Dictionary] 

Assessment A structured process of collecting and analyzing data to measure the impact 
of the crisis, and provide an understanding of the situation and any related 
threats, in order to determine whether a response is required and, if so, the 
nature of that response. An assessment is a time-bound exercise that 
produces a report and recommendations to inform decision-making at a 
particular point in time. 

Cluster 

 

 

Cluster approach 

 

 

Cluster lead 
agency 

A group of agencies, organizations and/or institutions working together 
towards common objectives – to address to address humanitarian and early 
recovery needs in a particular sector. 

The cluster approach is a way of organizing coordination and cooperation 
among humanitarian actors to facilitate more predictable leadership, 
improved planning and prioritization, stronger partnerships, and enhanced 
response capacity and accountability. 

An agency/organization that formally commits to take on a leadership role 
within the international humanitarian community in a particular sector/area of 
activity, to ensure adequate response and high standards of predictability, 
accountability & partnership.  

Chronic food 
insecurity 

A long-term or persistent inability to meet minimum food requirements. 

Coordination A process (set of activities) that brings different elements into a harmonious 
or efficient relationship. [Oxford English Dictionary]  

In the context of humanitarian response, the aim is to have all participating 
organizations working together in partnership to harmonize efforts and use 
available resources efficiently within the framework of agreed objectives, 
priorities and strategies, for the benefit of the affected population(s).  

Coping strategies Activities that people resort to temporarily in order to obtain food, income 
and/or services when their normal means of livelihood have been disrupted. 

                                                      

70 Adapted from the Health and WASH Cluster guides and FAO/WFP Joint CFSAM Guidelines 
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Effectiveness A measure of the extent to which an intervention’s intended outcomes (its 
specific objectives) have been achieved. 

Efficiency  A measure of the relationship between outputs (the products produced or 
services provided by an intervention) and inputs (the resources it uses). 

Evaluation A systematic and impartial examination (of humanitarian action) intended to 
draw lessons to improve policy and practice and enhance accountability. 
[ALNAP] 

Evaluation answers the questions: Have we achieved what we set out to 
achieve? If not, why not, and what might we need to change? [Tear Fund] 

Food access (of households in specific population groups) The ability of those households 
to regularly acquire adequate amounts of appropriate food for a nutritious diet 
from a combination of their own stock and home production, purchases, 
barter, gifts, national of local safety nets, borrowing, or relief distributions. 

Food availability (in a given geographic area) The amount of food of appropriate quality that is 
physically present in the area, and is expected to become available in that 
area, from domestic production and imports (including food aid). 

Food 
consumption 

The food that households and individuals actually consume. It is a function of 
food access and the intra-household use of that food, and is influenced by 
social norms within the community. 

Food insecurity A situation in which people lack secure access to sufficient amounts of safe 
and nutritious food for normal growth and development and an active and 
healthy life.  

People (households) who do not have assured safe access to sufficient food 
throughout the year are said to be “food-insecure”. 

Food insecurity may be caused by the unavailability of food, insufficient 
purchasing power, inappropriate distribution, or inadequate use of food at the 
household level. Food insecurity may be chronic, seasonal or transitory.  

Food security Food security exists when all people, at all times, have physical and 
economic access to sufficient, safe and nutritious food that meets their needs 
and food preferences for an active and healthy life [World Food Summit Plan of 
Action, paragraph 1, 1996]  

Household food security is the application of this concept at the household 
level. People (households) who have assured access to sufficient food 
throughout the year are said to be “food-secure”.  
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Food utilization Food utilization refers to: (a) households’ use of the food to which they have 
access, and (b) individuals’ ability to absorb nutrients – the conversion 
efficiency of food by the body.  

Humanitarian 
Country Team 

Chaired by the Resident/Humanitarian Coordinator is an operational decision-
making forum composed of operationally relevant humanitarian organizations 
(both UN and non-UN) and focussing on common strategic and policy issues 
related to humanitarian action in the country. [Handbook for RCs and HCs on 
Emergency Preparedness and Response ] 

The HCT normally includes the UN and other international organizations that 
are members of the IASC and present in the country together with a similar 
number of NGOs (national and international) chosen or elected to be 
representative of the NGO community as a whole. It is the equivalent at 
country level of the IASC at the global level. 71 

Humanitarian 
hubs 

Locations where decentralized organizational structures and physical facilities 
are established to plan and manage humanitarian operations in distinct 
operational areas under overall direction from the national level. 

Impact The effect on the affected population (e.g. reduction in measles incidence) 
[Guidelines for CAP Mid-year Review] 

Information 
management 

The process of receiving and storing data in a way in which they can be 
quickly retrieved whenever needed, and systematically compiling and 
analysing those data to generate information for early warning, programme 
planning, management, evaluation, and advocacy purposes. 

Livelihoods 

 

 

 

Livelihood group 

 

 

Livelihood zone 

Livelihoods comprise the capabilities, assets (including both material and 
social resources) and activities required for a means of living linked to 
survival and (future) well-being. Livelihood strategies are the practical means 
or activities through which people access food and other necessaries, or 
income to buy them.  

A Livelihood group is a group of people who share the same basic means of 
livelihood and life style – the same main subsistence and income activities, 
and social and cultural practices – and who face the same risks of food and 
nutrition insecurity. 

A Livelihood zone is an area that is reasonably homogeneous and distinct 
from neighbouring areas in terms of main food production and income 
activities, cultural practices and hazards affecting food security. 

                                                      

71 The HCT is distinct from the UN Country Team (UNCT) which comprises the heads of all UN agencies present 
and IOM. The HCT and UNCT co-exist and do not replace each other. The RC or HC is responsible for ensuring 
complementarity between them. [RC/HC Handbook] 
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Objective The desired state that it is intended to achieve – the desired outcome.  

Objectives are defined at different levels: overall objectives (or “goals”) of a 
programme and specific objectives (or “purposes”) of individual projects that 
contribute to achieving the higher goals. 

Output The actions completed to date by a project (e.g. 10,000 children vaccinated) 
[Guidelines for CAP Mid-year Review] 

Malnutrition A pathological state resulting from too little (or too much) consumption of 
essential nutrients.  

Monitoring Two forms of monitoring are distinguished relevant to humanitarian 
operations: 

(i) Monitoring (surveillance) of the situation – regularly gathering and 
analysing data on food security/agriculture conditions, risks, access to 
services, etc. to detect and measure changes. 

(ii) Monitoring the implementation and programmes and projects – regularly 
gathering and analysing data on project inputs and outputs to answer the 
questions: Have we done the things we said we were going to do? If not, why 
not, and what needs to change? [Tear Fund] 

Partners 

 

Partnership 

Individuals and organizations that collaborate to achieve mutually agreed 
upon objectives.  

The concept of “partnership” implies shared goals, common responsibility for 
outcomes, distinct accountabilities and reciprocal obligations.  

Sample survey A structured and statistically analysable and comparable method for 
collecting information on a specific issue. It provides a snap shot of the 
situation and respondents’ perspectives at the time when the data were 
collected. 

Sector A distinct part of an economy, society or sphere of activity. [Oxford English 
Dictionary]   

In the context of humanitarian response, key sectors include: agriculture; 
food; health; nutrition; protection; shelter; water, etc. 

Stakeholder 

 

Stakeholder 
analysis 

An agency, organization, group or individual that has direct or indirect interest 
in a particular activity, or its evaluation.  

Stakeholder analysis is an analysis of the interests and relative influence of 
the various stakeholders involved. 

Strategy 

 

Strategic plan 

The approach that will be used to achieve one or more defined objectives. 

A strategic plan is a concise document that outlines the actions to be taken to 
achieve a defined objective, or set of objectives, specifying time frames and 
responsibilities for implementation. It may also include agreed guiding 
principles and standards to inform response planning and actions. 



ANNEXES 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  217 

Transitory food 
insecurity 

A short-term or temporary inability to meet minimum food requirements, 
indicating a capacity to recover. 

Vulnerability Vulnerability (for food security purposes) refers to the susceptibility of a 
household/community to factors that place them at risk of becoming food 
insecure or malnourished. It is a combination of the degree of households’ 
exposure to risk and of their ability to cope with shocks. 
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ANNEX B 

Cluster Coordination Reference Module 72 

This Cluster Coordination Reference Module is about the basics of coordination in 
non-refugee situations. It is compiled in response to a request by the IASC as a 
reference guide for practitioners to facilitate the work through which 
humanitarian outcomes can be improved. It outlines key concepts and draws 
attention to existing guidance, wherever relevant. 

Coordination as part of the transformative agenda 

Coordination is a means to an end – the ultimate aim of the humanitarian 
community is to serve affected people better. As such, coordination structures 
should be tailored to scale and based on existing capacity to the greatest extent 
possible to leave more resources to reduce humanitarian need in a timely, 
predictable manner. 

The Principals’ Transformative Agenda seeks to make coordination less 
prescriptive and more empowering for Humanitarian Coordinators (HCs), Resident 
Coordinators (RCs) and Humanitarian Country Teams (HCTs)  so whilst this 
reference module focuses on the cluster approach as the principal tool available 
to the international community for coordinating and accounting for their response, 
it falls to the leadership of the humanitarian team at the country level to devise 
the most appropriate ‘coordination solutions’ taking into account the local 
operational situation. The cluster approach does not need to be activated if, for 
example, existing national coordination mechanisms are functioning effectively. 

Level-3 response 

This module concentrates on Level-3 Response. It seeks to underline the 
changes in the cluster approach resulting from the Principals’ transformative 
agenda and highlights how the key aspects of accountability and preparedness 
support an improved collective response. 

 

B-1: Cluster Activation 

The IASC Principals agreed that the activation of clusters must be more 
strategic - less automatic and time limited. HCs should only recommend the 
activation of clusters when there is an identified gap in the enabling 
environment warranting their activation and when justified around an identified 
need. Support of pre-existing or the development of new national mechanisms 
for sectoral coordination should always be a priority.  

                                                      

72 IASC Sub-Working Group on the Cluster Approach, draft 24 March 2012 
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It is important to ensure that clusters are active in the affected areas in addition 
to the capital. Co-leadership arrangements can support sub-national coordination. 

Criteria for cluster activation 

In principle, all 11 clusters should prepare to be activated in a Level 3 response, 
but the country-specific decision on which clusters to activate will be taken by 
the RC/HC based on the advice of the HCT applying the following criteria: 

a. Trigger event in the form of a new large-scale emergency or sharp 
deterioration and/or significant change in an existing humanitarian 
situation.  

b. Insufficient national response and coordination capacity and/or national 
response to appropriately meet needs.  

c. Where humanitarian needs justify a multi-sectoral approach that the 
existing coordination and response mechanisms can no longer adequately 
address. 

d. The size of the operational presence (the number of actors and 
complexity of response) requires a sector- specific coordination 
mechanism if this does not already exist. 

  
Periodically reviewing the need for specific clusters 

The RC/HC and the HCT will review the need for specific clusters based on a 
reassessment of the four criteria above and the contribution being made by each 
cluster in supporting the humanitarian response strategy. This review will be part 
of the overall deactivation review 3 months after the beginning of the response 
(please see L3 concept note), but may also take place earlier if required.  

Activation procedures 

Cluster activation procedures are as follows: 

• The RC or HC agrees with the HCT which clusters should be activated, based 
on contingency planning and a clear rationale in each case. 

• The RC/HC selects Cluster Lead Agencies in consultation with the HCT based 
on the agencies’ coordination and response capacity, as well as the location 
and extent of its operational presence and/or ability to increase this.  The 
selection of Cluster Lead Agency may, but does not invariably, mirror global-
level arrangements. 

• Global Clusters are alerted in advance of the proposed HCT meeting to 
discuss activation so that they can ensure appropriate and informed 
representation at country level in this discussion. 

• Upon agreement within the HCT, the RC/HC sends a letter to the ERC 
outlining the clusters’ architecture, designated Cluster Lead Agencies, and 
the rationale for the clusters selected for activation. If other coordination 
solutions outside of the cluster have been agreed these should also be 
outlined in the letter.   

• The ERC transmits the proposal to IASC Principals and Global Cluster Lead and 
Co-Lead Agencies for approval within 24 hours.  
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• Once approved, the RC or HC informs relevant partners of agreed 
mechanisms. 

Addressing cross-cutting issues 

Decisions on the activation of clusters should always take into account the 
protection needs of the affected population. Context-appropriate coordination in 
the pertinent Areas of Responsibility (Child Protection, Gender-Based Violence, 
Land Mines, Housing, Land and Property and Rule of Law) should also be discussed. 
Each cluster is also responsible for integrating early recovery activities. Early 
recovery focal points from each cluster carry out this integration through the 
Early Recovery Network. Where key early recovery areas are not covered by 
existing clusters, a cluster addressing early recovery issues may, very 
exceptionally, be established in addition to the network to fill this gap 

Preparedness 

Cluster activation and deployment should benefit from inclusion in humanitarian 
contingency planning prior to the emergency. Planning will include reinforcing 
coordination mechanisms with the Government and non-humanitarian actors, the 
anticipation of clusters per identified threat, which organizations will lead them 
and which organizations will participate in each cluster, inter-cluster coordination 
mechanisms and the role of clusters in each phase of the humanitarian 
programme cycle. This will help the HCT identify possible gaps in national and 
international coordination capacity, the need for sector-specific and sub-national 
coordination arrangements and agree national cluster leadership, where required, 
based on coordination capacity, operational presence and mandate. 

 

B-2: Cluster Functions 

IASC Principals “agreed that there is a need to restate and return to the original 
purpose of clusters, refocusing them on strategic and operational gaps analysis, 
planning, assessment and results.”  

The aim of the cluster approach, as agreed in 2006, is to strengthen system-wide 
preparedness and technical capacity to respond to humanitarian emergencies, 
ensuring predictable leadership and accountability in the main areas of 
humanitarian response.  At the country level, the aim is to strengthen response 
through predictability, accountability, and partnership through better 
prioritization, defining roles and responsibilities or humanitarian organizations.   

Delivering as a cluster 

Consequently, the core functions of a cluster at the country-level remain: 

• Supporting service delivery  
o Provide a platform to ensure that service delivery is driven by the agreed 

strategic priorities 
o Develop mechanisms to eliminate duplication of service delivery  
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• Informing strategic decision-making of the HC/HCT for the humanitarian 
response 
o Needs assessment and gap analysis (across other sectors and within the 

sector)  
o Analysis to identify and address (emerging) gaps, obstacles, duplication, 

and cross-cutting issues. 
o Prioritization, grounded in response analysis  

• Planning and strategy development 
o Develop sectoral plans, objectives and indicators directly support 

realization of the HC/HCT strategic priorities 
o Application and adherence to existing standards and guidelines  
o Clarify funding requirements, prioritization, and cluster contributions to 

HC’s overall humanitarian funding considerations (Flash Appeal, CAP, 
ERF/CHF, CERF) 

• Advocacy  
o Identify advocacy concerns to contribute to HC and HCT messaging and 

action 
o Undertaking advocacy activities on behalf of cluster participants and the 

affected population 

• Monitoring and reporting the implementation of the cluster strategy and 
results; recommending corrective action where necessary 

• Contingency planning/preparedness for recurrent disasters whenever 
feasible and relevant  

 

B-3: Cluster Management Arrangements 

Managerial efficiencies highlighted in the transformative agenda 

The IASC Principals “agreed that participation in clusters should be better defined 
and managed to enhance the ability of clusters to provide strategic direction, 
including through the creation of small (the number to be context-dependent) 
‘steering committees’ or ‘strategic advisory groups’ of key operational partners, 
complemented by separate forums or mechanisms to ensure more broader 
information exchange for all cluster/sector partners”.   

The IASC has also agreed that all cluster partners have common responsibilities to 
each other to reach the objective of effective and timely humanitarian response 
and past cluster experiences have shown that sharing out the cluster’s tasks 
within different groups enables better coordination and participation. 

Characteristics of a well-managed cluster 

The efficient management of a cluster depends on accountability by the cluster 
lead agencies for their responsibilities within the cluster as much as those within 
their respective agencies. However, the efficient management of clusters is the 
joint responsibility of the cluster lead agency, the cluster coordinator and all 
cluster participants.  
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Efficient cluster management should encompass the following characteristics:  

• Performance of the six core cluster functions – with regard to 
fundamentals of developing of sectoral programmes which clearly 
contribute to the implementation of agreed, measurable, evidence based 
strategic objectives; based on the identification of good field practices 
and agreed international benchmarks and standards 

• Establishment and maintenance of an appropriate humanitarian 
coordination mechanism 

o Strengthening pre-existing sectoral coordination through 
increased predictability and accountability 

o Building complementarity of partner actions : avoiding 
duplication and gaps  

o Ensuring adequate resources are mobilized and are equitably 
allocated for the effective functioning of the cluster and its 
response  

• Maintaining flexibility within the cluster to respond to changes in the 
operating environment, evolving requirements, capacities and 
participation   

• The effective use and transfer of information to, from and between 
cluster members and other stakeholders 

• Interaction with other clusters, humanitarian actors, government 
counterparts, and relevant authorities for operational planning, 
engagement and active contribution of operational partners 

• Accountability to the affected population through effective consultative 
and feedback mechanisms 

Essential components of a cluster management approach 

There is no ‘one-size fits all’ approach to cluster management. Due to the varying 
size, scope and complexity of disasters and cluster response, the choice of a 
management approach must be adapted to need. However, country-level cluster 
experience to date offers effective examples intended to serve as light and 
flexible means to manage participation and streamline decision-making, 
determining the absolute minimum set of participants for effective cluster 
management and options for additional support that may be needed. 

Strategic Advisory Group (SAG): Chaired by the Cluster Coordinator, the SAG is 
responsible for developing and adjusting as necessary the strategic framework, 
priorities and work-plan for the cluster.  SAG membership MUST be representative 
of the overall cluster partnership.  Apart from operational UN and NGO 
representatives, SAG members have included government representatives/focal 
points; donors; national NGO forum representatives; representatives of the 
International Red Cross and Red Crescent Movement; early recovery cluster 
and/or other cluster representatives as necessary; and where appropriate military 
liaison officers (see table below).  However, to be efficient and effective and 
avoid the challenges arising from a large number of cluster partners, SAG 
membership should also be limited (up to a maximum of 15 partners).  To avoid 
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feelings of exclusion by other cluster partners, the SAG through the cluster 
coordinator must interact with the larger cluster membership to ensure the 
regular flow of information. 

Minimum Strategic Advisory Group membership 

Possible SAG Members 

National Level Sub-National Level 

• Cluster Coordinator (supported by an 
information management specialist and 
cluster administrative support officer) 

• 1-3 I/NGO technical experts 

• 1-3 UN technical experts 

• Government representatives 

The need for sub-national management should be 
determined by the national level SAG on a context 
specific basis. 

Membership does not need to directly mirror 
national level and often has greater representation 
of local authorities and NGO partners in both 
leadership and/or technical roles. 

Potential Invitees to the SAG (as appropriate) 

• Sub-national cluster focal points 

• Donor representatives 

• OCHA 

• International Red Cross/Red Crescent Movement representatives 

• Regional focal points, in instances where agencies may have technical expertise based at a 
regional level 

• Military representatives and other authorities, as appropriate 

Technical Working Groups (TWiGs): TWiGs are task-oriented and time limited.  
Created at the request of the SAG to, for instance, agree minimum standards and 
formulate appropriate technical practices, or to find solutions to local issues and 
advise the SAG accordingly.  TWiGs are coordinated by a Focal Point or Technical 
Advisor nominated by the SAG and consists of the necessary technical experts, 
usually not more than 15 people involved. 

To facilitate communication with specific groups within the broader membership 
or outside of the cluster, such as experts in particular technical areas (including 
cross cutting issues), military actors, government counterparts, and UN senior 
leadership, the SAG might also designate cluster partners to serve as a liaison 
with these groups 

The criteria for participation in cluster management are: 

• Technical expertise 

• Operational relevance in the emergency 

• Demonstrated capacity to contribute strategically and provide practical 
support 

• Commitment to contribute consistently 
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B-4: Minimum Commitments for Country-Level Participation in Clusters 

Minimum commitments by cluster participants are needed because strong 
coordination by humanitarian agencies on global, national and local levels results 
in a more efficient use of resources, more accountability and transparency and, 
finally, a more effective response. 

These minimum commitments for participation in country-level clusters provide a 
common basis of understanding of what organizations – whether local, national, or 
international – commit to bring to clusters at the country level through their 
participation. The commitments are not intended as a means to exclude 
organizations from participating in clusters nor should they preclude actively 
seeking the participation of national authorities within cluster coordination, as 
appropriate. 

Balanced with these commitments from cluster partners, cluster lead agencies 
have a reciprocal responsibility to ensure that they lead clusters in a manner that 
goes beyond simply sharing information and that they provide effective 
coordination with their sub-national counterparts. CLAs, together with the cluster 
coordinators, are responsible for providing a forum for strategic response that 
meets the needs of affected populations.  

Who makes these commitments? 

All cluster partners, including the CLA in its potential role as implementer 
alongside other agencies, have common mutual responsibilities to reach the 
objective of effective and timely humanitarian response for affected populations. 
Cluster partner is hereby defined as an organization actively involved in a 
relevant sector response within a country where clusters have been activated.  

The minimum commitments are not prescriptive and should be adapted to actual 
needs and context as cluster-based responses vary greatly in size, scope and 
complexity. These commitments are a starting point and should be considered as 
an absolute minimum on which organizations may build. Country-level clusters 
should use this document as a basis when developing or updating their terms of 
reference and their own commitments. However, applying the minimum 
commitments can assist cluster lead agencies and cluster partners predict 
their level of scale up during a Level 3 response 

 

Minimum commitments 

The minimum commitments are: 

• A common commitment to humanitarian principles, the Principles of 
Partnership through example, cluster-specific guidance and internationally 
recognized programme standards, including the Secretary-General’s Bulletin 
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on Special Measures for Protection from Sexual Exploitation and Sexual 
Abuse. 

• Readiness to participate in actions that specifically improve accountability to 
affected populations as per the IASC Operational Framework for 
Accountability to Affected Populations. 

• Demonstrate an understanding of the duties and responsibilities within the 
cluster, as defined through the IASC Terms of References and Guidance Notes 
and any guidance specific to the cluster itself, as well as country cluster 
terms of reference, where available. 

• Active participation within the cluster and commitment to consistently 
engage in the cluster’s collective work. 

• Capacity and willingness to contribute to the cluster’s strategic response plan 
and activities, which must include inter-cluster coordination and cross-
cutting themes. 

• Commitment from a relevant senior staff member to engage consistently in 
the cluster towards the fulfillment of its mission. 

• Commitment to work cooperatively with other cluster partners to ensure an 
optimal and strategic use of available resources, including sharing 
information on organizational resources. 

• Willingness to take on leadership responsibilities of sub-national and/or 
working groups, as need, capacity, and mandates allow. 

• Contribute to developing and disseminating advocacy and messaging targeted 
at various actors, including, but not limited to, affected communities, the 
host government, donors, Humanitarian Country Team, CLA, and the media. 

• Ensure interpretation and effective communication (i.e. appropriate 
language) in order to support diverse participation within the cluster, notably 
from local organizations (and national and local authorities where 
appropriate). 

 

Inter-Cluster Coordination 

Whatever the coordination mechanism may be, where clusters are active it is 
clear that effective inter-cluster coordination is necessary to support the HC/HCT 
in ensuring that multidisciplinary and cross-cutting issues that cannot be tackled 
by individual clusters alone or that call for a concerted action are addressed 
appropriately and that inter-cluster duplications and gaps are eliminated. (Cluster 
Approach Evaluation 2, April 2010) 

Inter-cluster coordination is the collaboration and dialogue between clusters with 
the objective of a more effective response.  Inter-cluster coordination is 
conducted at the strategic level by the HC and HCT, and at an operational level 
by cluster coordinators to address specific priorities, maximize joint analysis and 
planning across clusters, and support the HC/HCT strategic priorities by providing 
coherent, relevant information and analysis to the HCT to support the ongoing 
adaptation of the humanitarian strategy(ies) to the changing operational 
environment and, ultimately, the phase out of humanitarian operations. 
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Responsibility for ensuring effective inter-cluster coordination 

The HC/HCT should determine the most appropriate arrangements for inter-
cluster coordination based on the complexity of the coordination challenges, 
number of clusters activated, or other criteria that the HC/HCT may wish to 
consider. Whenever possible, inter-cluster coordination would support and 
eventually be superceded by national inter-sectoral groups. 

In consultation with the HCT, the HC will establish groups of operationally-
relevant clusters to support implementation of each strategic objective included 
in the HCT’s strategic plan. This critical role of inter-cluster coordination is not 
limited to the central level, but is also undertaken at the locus of operations 
(sub-national), to ensure coherent cluster planning and implementation at all 
levels of an operational response.  

Each cluster would establish and maintain a sector plan including performance 
indicators covering its contribution to achieving the strategic objective(s) and to 
ensure accountability at the operational level. 

The role of OCHA in inter-cluster coordination 

Additionally, the HC/HCT may also request OCHA to periodically convene inter-
cluster coordination meetings involving all cluster coordinators to link the 
operational level inter-cluster groups and the strategic level planning by the HCT, 
to promote and coordinate cross-cutting issues including early recovery and 
protection as an important part of the response and to relay concerns and input 
emanating from this forum to the HCT.  The establishment of an inter-cluster 
forum may provide a practical means to build consensus amongst cluster 
coordinators and develop guidance and information as requested by the HCT. It is 
not a forum for directing or managing the operational function of clusters. 

Different levels of formalisation 

In several countries formal inter-cluster fora have been facilitated by OCHA as a 
means to address particularly challenging coordination situations; in other 
countries, this has been done through less formal means.  It is the responsibility 
of the HC and the HCT to ensure that appropriate modalities are established at 
the country and sub-national level to facilitate these contributions and coherent 
action by the humanitarian community. 

Inter-cluster core functions 

The core functions of inter-cluster coordination are: 

• Harmonize planning figures and scenarios based upon multi-cluster 
assessments 

• Review sectoral strategies and work plans agreed by the HC/HCT to 
ensure coherence and complementarity of objectives and indicators and 
to avoid duplications and gaps 

• Ensure cluster strategies jointly address specific needs (i.e. gender, HIV 
and AIDs, age, disabilities) or risks (mines, natural disaster hazards); 
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• Support performance monitoring by identifying measurable and agreed 
outcome-level indicators, assuring synergy between relevant clusters; 

• Identify core advocacy concerns, such as humanitarian access and 
contribute to common key messages; 

• Facilitate the design and implementation of common approaches to 
information management; 

• Identify financial gaps and provide recommendations for resource 
mobilization, including preparing CAPs/Flash Appeals, CERF requests, 
and allocation of common funds. 

• Update contingency plans and preparedness activities and ensure 
complementary roles and responsibilities between the cluster and, where 
appropriate, develop a coordinated approach to building capacity of 
national counterparts. 

 

Further Reading 

� Guidance Note on Using the Cluster Approach to Strengthen Humanitarian 
Response, 2006 

� Operational Guidance on Designating Sector/Cluster Leads in Major New 
Emergencies, May 2007  

� Operational Guidance on Designating Sector/Cluster Leads in On-Going 
Emergencies, May 2007 

� IASC Draft Guidance on the Adaptation of Clusters in Transition, March 2011 
� Framework on Cluster Coordination Costs at the Country Level, May 2011 
� IASC Operational Guidance on Responsibilities of Cluster/Sector Leads an 

OCHA in Information Management 
� Cluster Lead Agencies Joint Letter on Dual Responsibility, November 2009  
� IASC Generic Terms of Reference for Cluster Leads at Country Level  
� IASC Handbook for RCs and HCs on Emergency Preparedness and Response  
� WASH in Somalia case study  
� Emergency Shelter Cluster review in Myanmar  
� WASH Cluster Coordination Handbook, January 2009 
� WHO Health Cluster Guide, 2009 
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ANNEX C 

Humanitarian Reform Process and Related Initiatives73 

 

C-1 The reform process  

The humanitarian reform process was prompted by significant changes in 
humanitarian operations, an ever-increasing number of humanitarian actors, 
greater competition for funding and resources, increased public scrutiny, and the 
changing role of the UN. This led to an independent review of humanitarian 
response74 in 2005, commissioned by the Emergency Relief Coordinator through 
OCHA. 

Subsequent changes to humanitarian sector operations aim to build a stronger 
humanitarian response system, with greater: 

predictability   in financing and leadership of the response 

accountability  to the affected populations 

partnership  between UN and non-UN humanitarian actors75 

The changes were an ambitious effort by the international humanitarian 
community to reach more beneficiaries, with more comprehensive needs-based 
relief and protection, in a more effective and timely manner. The resulting 
humanitarian reform agenda addresses four inter-related areas: 

                                                      

73 The text of this annex is reproduced from the Education Cluster Coordinator Handbook, section 1.1. 

74 Adinolfi et al, Humanitarian Response Review, OCHA, 2005 

75 Partnerships was added in 2006, as a subsequent part of the reform process following creation of the Global 
Humanitarian Platform (see section B.4) 

Three pillars and the Foundation of 
HUMANITARIAN REFORM 

HUMANITARIAN 

LEADERSHIP 

Ensuring effective 
leadership through 

RC/HCs 

HUMANITARIAN 
FINANCING 

Adequate, timely, and 
flexible financing 

HUMANITARIAN 
COORDINATION 

Adequate and predictable 
capacity through the 
cluster approach 

STRONG HUMANITARIAN PARTNERSHIPS 
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The launch of the humanitarian reform process was initially supported by the 
Humanitarian Reform Support Unit (HRSU) within OCHA, in support of and 
alongside the global cluster leads. HRSU has now been merged with a number of 
other projects to form the Humanitarian Coordination Support Section (HCSS) in 
OCHA. The HCSS aims to strengthen humanitarian coordination systems and action 
through forging stronger linkages between OCHA’s sections supporting 
partnerships, leadership, and coordination. It focuses on supporting external 
partners (Global Cluster Leads, cluster partners, Resident Coordinators 
(RCs)/Humanitarian Coordinators (HCs), field level coordination structures) and 
links to other IASC initiatives.  

C-2 Humanitarian leadership 

Strengthening humanitarian leadership is one of the pillars of the humanitarian 
reform agenda. The objective is to strengthen leadership whether it is undertaken 
by a RC or HC, with the aim of mainstreaming the HC role within the existing RC 
system76.   

The HC role 

HCs are appointed in countries facing a humanitarian crisis, or where there are 
emerging humanitarian needs and the role is undertaken by a senior 
humanitarian official. In rapid-onset emergencies where there is no HC in country, 
the RC can take on the additional role of HC. The HC (and/or RC as applicable) is 
accountable and reports to the Emergency Relief Coordinator (ERC) on 
coordination of the humanitarian response. 

The HC, whenever possible in support of and in coordination with national and 
local authorities, is responsible for the overall coordination and effectiveness of 
the international humanitarian response77, including: 


 establishing and leading the Humanitarian Country Team (HCT); 


 facilitating agreement among humanitarian actors on establishment of 
clusters and designation of Cluster Lead Agencies (CLAs);  


 establishing appropriate mechanisms for inter-sectoral coordination; 


 coordinating needs assessment, strategic planning, response planning, 
monitoring and evaluation, and integration of cross-cutting issues;  


 advocating for respect for human rights, humanitarian law, humanitarian 
principles, and access;  


 coordinating inter-agency resource mobilization efforts, including 
appeals and requests for CERF funding. 

                                                      

76 OCHA, Strengthening the HC System: the Unfinished Agenda, April 2009 

77 IASC, Terms of Reference for the Humanitarian Coordinator, March 2009 
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Recognition of the need for high-quality leadership and coordination skills has led 
to the development of a roster of trained individuals to perform the role of HC. 
Additional IASC measures to improve effectiveness of the role include: 


 strengthened commitment to coordination at the country level by all 
humanitarian partners; 


 greater inclusiveness, transparency, and ownership in the appointment 
of HCs; 


 clearer accountability of HCs to the humanitarian community; 


 appropriate training and induction to prepare and support HCs in 
performing their role; 


 adequate support for HCs in their work. 

Up-to-date details on the humanitarian strengthening process can be found at: 
http://oneresponse.info/Coordination/leadership/Pages/default.aspx  
 

C-3 Humanitarian financing 

The predictability, effectiveness, and success of humanitarian interventions are 
dependent on straightforward and timely access to adequate flexible emergency 
funding. 

IASC initiatives to strengthen humanitarian financing as part of the humanitarian 
reform process include the Central Emergency Response Fund (CERF). This is a 
stand-by fund, accessible to UN agencies, to complement existing humanitarian 
funding appeal mechanisms such as the Flash Appeal and Consolidated Appeals 
Process (CAP). See section 6.4 for full details. 

Additional financing initiatives include Emergency Response Funds, Pooled 
Funding, and reform of the CAP. Further details can be found at:  

http://ochaonline.un.org/tabid/5839/language/en-US/Default.aspx  

Global Humanitarian Donorship (GHD) initiative 

The Good Humanitarian Donorship Initiative (GHD) was instigated by a number of 
donors in 2003. Following the 2005 Humanitarian Response Review, which 
highlighted the need for improved donor coordination, the GHD has played a key 
role in tackling many of the concerns identified. The three main components of 
the GHD are to: 


 Find ways of delivering members’ commitment to needs-based resource 
allocation, 


 deepen donor coordination at field level, 


 maintain a capacity to report on progress against GHD objectives. 
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C-4  Humanitarian Coordination 

The need to improve humanitarian coordination led to development of the 
‘cluster approach’. This approach aims to make the international humanitarian 
community more structured, predictable and accountable. In this way it is should 
provide more effective support to host governments, local authorities, local civil 
society, and affected populations. 

Through designated ‘cluster leads’, the cluster approach establishes a clear 
division of labour and better definition of the roles and responsibilities between 
humanitarian organizations. This enables more effective partnership-building and 
better coverage of gaps in humanitarian assistance.  

C-5 Humanitarian partnerships 

In response to the humanitarian reform agenda, a meeting of over 40 leaders of 
UN agencies, NGOs, the Red Cross and Red Crescent Movement, IOM and the 
World Bank was convened in 2006 to explore ways to improve the effectiveness of 
international humanitarian response. 

Key outcomes included: 

� establishment of the Global Humanitarian Platform (GHP) at global level 
with the goal of improving the effectiveness of humanitarian action; 

� agreement in the Principles of Partnership; 

� agreement to establishment of Humanitarian Country Partnership Teams 
at country level with the aim of strengthening NGO consortia and 
collaborative work in the field. 

The Global Humanitarian Platform (GHP) 

The GHP is a forum bringing together the three main families of the humanitarian 
community - NGOs, the Red Cross and Red Crescent Movement, and the UN and 
related international organisations. It is premised on the belief that no single 

Good Humanitarian Donorship (GHD)  

It is vital that the increasing amount of money being spent on humanitarian aid is used 
effectively. In response, 24 donors have signed up to the GHD initiative, which provides a 
forum for donors to discuss good practice in funding humanitarian assistance and other shared 
concerns. 

A major challenge is making sure that enough funding is available at the right time. This funding 
then needs to be spent on the right kind of assistance, and targeted according to need, not 
political affiliation, ethnicity, religion, or race. 

The GHD initiative has agreed upon a set of 23 principles and good practices of humanitarian 
donorship (further guidelines are listed in the Additional Resources at the end of this section). 
The principles and standards defined provide both a framework to guide official humanitarian 
aid, and a mechanism for encouraging greater donor accountability. 
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humanitarian agency can cover all humanitarian needs and that collaboration is, 
therefore, not an option, but a necessity. 

The GHP aims to maximise complementarity based on differing mandates, 
interests, and capacities. It does not seek to pursue a single mode of action or 
work within a common framework. In 2007, the GHP developed, and continues to 
promote, the Principles of Partnership In addition it provides a platform to 
facilitate strategic dialogue on urgent humanitarian issues.  

Review of the engagement of NGOs with the humanitarian reform process 

The NGOs and Humanitarian Reform project findings provide useful field-based evidence to 
emphasise the areas where improvements are needed: 

- Financing:  Creation of the CERF has been an important step forward but there remain 
challenges in getting CERF funding to NGOs, in a timely manner. Further concerns include 
the lack of transparency in the allocation and disbursement of funding. 

- Leadership: There is a need to ensure that stronger, more effective leaders with 
humanitarian experience are appointed to the pivotal HC position, and to lead clusters at the 
country level.  

- Accountability and partnership: Involvement of NGOs, international and national /local, has 
been inconsistent. Clusters need to devote more time and attention to improving 
accountability to affected populations and genuine partnerships within the clusters.  

- Involving local and national NGOs:  HCs, CLAs, international cluster partners, and donors 
need to play a more active role in supporting national and local NGOs. They currently 
struggle to secure humanitarian funding, or meaningful engagement in coordination 
mechanisms. The technical and procedural focus of UN-led reforms has failed to address the 
complexities, particularly in conflict situations, of engaging national and local interests while 
adhering to the principles of neutrality and impartiality.  

"The ultimate test for humanitarian reform will be the extent to which it improves the lot of crisis-
affected people, rather than whether it streamlines the international humanitarian system". 

Source: Synthesis Report: Review of the engagement of NGOs with the humanitarian reform process, 2009 

 

Additional Resources  

� Adinolfi et al, (2005) Humanitarian Response Review, OCHA 

� OCHA (2009), Strengthening the HC System: the Unfinished Agenda 

� IASC (2009) Terms of Reference for the Humanitarian Coordinator 

� Good Humanitarian Donorship (2003), Principles and Good Practice of 
Humanitarian Donorship  

� http://ocha.unog.ch/humanitarianreform/Default.aspx?tabid=53  Information on 
humanitarian reform and action.  

� http://www.goodhumanitariandonorship.org/ Recent studies on humanitarian 
financing 

� http://www.globalhumanitarianplatform.org/ghp.html  Further details on the GHP 
role and monitoring of the Principles of Partnership 



ANNEXES 

Food Security Cluster Coordination Handbook (Draft #3: June 2012)  233 

ANNEX D 

Terms of Reference (generic) for Sector/Cluster Leads at the Country 
Level 

Reproduced from IASC Guidance Note on using the Cluster Approach to 
Strengthen Humanitarian Response, November 2006, in Annex D 

 

The Cluster Approach operates at two levels. At the global level, the aim is to 
strengthen system-wide preparedness and technical capacity to respond to 
humanitarian emergencies by designating global Cluster Leads and ensuring that 
there is predictable leadership and accountability in all the main sectors or areas 
of activity. At the country level, the aim is to ensure a more coherent and 
effective response by mobilizing groups of agencies, organizations and NGOs to 
respond in a strategic manner across all key sectors or areas of activity, each 
sector having a clearly designated lead, as agreed by the Humanitarian 
Coordinator and the Humanitarian Country Team. (To enhance predictability 
where possible this should be in line with the lead agency arrangements at the 
global level.) 
 
The Humanitarian Coordinator – with the support of OCHA – retains responsibility 
for ensuring the adequacy, coherence and effectiveness of the overall 
humanitarian response and is accountable to the Emergency Relief Coordinator. 
Sector/cluster leads at the country level are accountable to the Humanitarian 
Coordinator for facilitating a process at the sectoral level aimed at ensuring the 
following: 
 
Inclusion of key humanitarian partners 
- Ensure inclusion of key humanitarian partners for the sector, respecting their 

respective mandates and programme priorities. 
 
Establishment and maintenance of appropriate humanitarian coordination 
mechanisms 
- Ensure appropriate coordination with all humanitarian partners (including 

national and international NGOs, the International Red Cross/Red Crescent 
Movement, IOM and other international organizations), through 
establishment/maintenance of appropriate sectoral coordination mechanisms, 
including working groups at the national and, if necessary, local level; 

- Secure commitments from humanitarian partners in responding to needs and 
filling gaps, ensuring an appropriate distribution of responsibilities within the 
sectoral group, with clearly defined focal points for specific issues where 
necessary; 

- Ensure the complementarity of different humanitarian actors’ actions; 
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- Promote emergency response actions while at the same time considering the 
need for early recovery planning as well as prevention and risk reduction 
concerns; 

- Ensure effective links with other sectoral groups; 
- Ensure that sectoral coordination mechanisms are adapted over time to 

reflect the capacities of local actors and the engagement of development 
partners; 

- Represent the interests of the sectoral group in discussions with the 
Humanitarian Coordinator and other stakeholders on prioritization, resource 
mobilization and advocacy. 

 
Coordination with national/local authorities, State institutions, local civil 
society and other relevant actors 
- Ensure that humanitarian responses build on local capacities; 
- Ensure appropriate links with national and local authorities, State institutions, 

local civil society and other relevant actors (e.g. peacekeeping forces) and 
ensure appropriate coordination and information exchange with them. 

 
Participatory and community-based approaches 
- Ensure utilization of participatory and community based approaches in 

sectoral needs assessment, analysis, planning, monitoring and response. 
 
Attention to priority cross-cutting issues 
- Ensure integration of agreed priority cross-cutting issues in sectoral needs 

assessment, analysis, planning, monitoring and response (e.g. age, diversity, 
environment, gender, HIV/AIDS and human rights); contribute to the 
development of appropriate strategies to address these issues; ensure 
gender-sensitive programming and promote gender equality; ensure that the 
needs, contributions and capacities of women and girls as well as men and 
boys are addressed. 

 
Needs assessment and analysis 
- Ensure effective and coherent sectoral needs assessment and analysis, 

involving all relevant partners. 
 
Emergency preparedness 
- Ensure adequate contingency planning and preparedness for new emergencies. 
 
Planning and strategy development 
Ensure predictable action within the sectoral group for the following: 
- Identification of gaps; 
- Developing/updating agreed response strategies and action plans for the 

sector and ensuring that these are adequately reflected in overall country 
strategies, such as the Common Humanitarian Action Plan (CHAP); 

- Drawing lessons learned from past activities and revising strategies 
accordingly; 

- Developing an exit, or transition, strategy for the sectoral group. 
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Application of standards 
- Ensure that sectoral group participants are aware of relevant policy 

guidelines, technical standards and relevant commitments that the 
Government has undertaken under international human rights law; 

- Ensure that responses are in line with existing policy guidance, technical 
standards, and relevant Government human rights legal obligations. 

 
Monitoring and reporting 
- Ensure adequate monitoring mechanisms are in place to review impact of the 

sectoral working group and progress against implementation plans; 
- Ensure adequate reporting and effective information sharing (with OCHA 

support), with due regard for age and sex disaggregation. 
 
Advocacy and resource mobilization 
- Identify core advocacy concerns, including resource requirements, and 

contribute key messages to broader advocacy initiatives of the HC and other 
actors; 

- Advocate for donors to fund humanitarian actors to carry out priority 
activities in the sector concerned, while at the same time encouraging 
sectoral group participants to mobilize resources for their activities through 
their usual channels. 

 
Training and capacity building 
- Promote/support training of staff and capacity building of humanitarian 

partners; 
- Support efforts to strengthen the capacity of the national authorities and 

civil society. 
 
Provision of assistance or services as a last resort 
- As agreed by the IASC Principals, sector leads are responsible for acting as 

the provider of last resort (subject to access, security and availability of 
funding) to meet agreed priority needs and will be supported by the HC and 
the ERC in their resource mobilization efforts in this regard. 

- This concept is to be applied in an appropriate and realistic manner for cross-
cutting issues such as protection, early recovery and camp coordination.  

 
Humanitarian actors who participate in the development of common humanitarian 
action plans are expected to be proactive partners in assessing needs, developing 
strategies and plans for the sector, and implementing agreed priority activities. 
Provisions should also be made in sectoral groups for those humanitarian actors 
who may wish to participate as observers, mainly for information-sharing purposes. 
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ANNEX E 

What being “provider of last resort” involves 78

 

Perhaps the most challenging aspect of the CLA role is that of ‘provider of last 
resort’ (PoLR) within their sector or area of responsibility, yet this concept is 
also critical in ensuring a predictable response. As agreed by the IASC 
Principals in endorsing the cluster approach

79
, the PoLR represents a 

commitment by CLAs to do their utmost to address critical gaps in 
humanitarian response where no other agency is able to do so: 

� Where necessary, and depending on access, security and availability of 
funding, the CLA, as provider of last resort, must be ready to ensure the 
provision of services required to fill critical gaps identified by the cluster.  

� Where critical gaps persist in spite of concerted efforts to address them, the 
CLA is responsible for working with the national authorities, the HC and 
donors to advocate for appropriate action to be taken by the relevant 
parties and to mobilize the necessary resources for an adequate and 
appropriate response. 

The “Provision of Last Resort” (POLR) function should be activated when:  

1. the Cluster agrees that there is an important life-threatening gap in the 
sector response, and 

2. one or more of the agreed benchmarks
80

 for the sector response as a whole 
is not being met, and  

3. evidence suggests that a significant proportion of the target population is at 
risk of avoidable death if the gap is not filled urgently.  

Where an Early Recovery Cluster is established (in addition to an early 
recovery network), it is the responsibility of the early recovery CLA to act as 
PoLR for the whole cluster, or specify which agencies are responsible for 
acting as PoLR within particular areas of responsibility.  

                                                      

78 Adapted from Education Cluster Coordinator Handbook (2009), and FAO Cluster Guidance (2010) 

79 IASC Guidance Note on Using the Cluster Approach to Strengthen Humanitarian Response 

80 Benchmarks for the sector should be agreed by the Cluster on the basis of relevant national and international 
standards. 
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Where there is a co-lead arrangement at the country level, as may be found in 
the Food Security Cluster, the co-leads respective responsibilities for serving as 
PoLR must be clearly defined. 

Serving as provider of last resort is to be satisfied, and to have all partners 
satisfied, that all possible efforts have been undertaken to fill agreed priority 
gaps calling on additional local and international partners and advocating for 
additional donor commitment. 

� Operational Guidance on the concept of Provider of Last Resort, IASC 15 May 
2008. 
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ANNEX F 

Terms of reference for FSC coordinators
 

Job Title: Food Security Cluster Coordinator 

Place of Work: TBD 

Reports to: TBD according to lead or co-lead agencies designated 
at country level (FAO Representative and/or WFP 
Country Director and/or Head of other lead or co-lead 
organisations) 

Reporting to position: May have other staff assigned as appropriate 

 

FUNCTION PURPOSE 

The objective of a country-level Food Security Cluster is to ensure a timely, 
coherent and effective food security response by mobilizing stakeholders to 
respond in a strategic manner to a humanitarian crisis. The role of the Food 
Security Cluster Coordinator, as set out in the IASC Generic Terms of Reference 
for Sector Leads at Country Level, is to lead and facilitate this process through: 
 

• Inclusion of key humanitarian partners; 

• Establishment and maintenance of appropriate humanitarian 
coordination mechanisms; 

• Coordination with national/local authorities, state institutions, local civil 
society and other relevant actors; 

• Ensuring appropriate participatory and community-based approaches; 

• Ensuring appropriate attention to priority cross-cutting and cross-sectoral 
issues (e.g. gender, age, HIV and AIDS, human rights, environment and 
early recovery); 

• Undertaking needs assessment and analysis; 

• Coordinating sector-wide emergency preparedness; 

• Undertaking planning and strategy development; 

• Ensuring the application of appropriate standards; 

• Ensuring monitoring and reporting; 

• Undertaking advocacy and resource mobilization; 

• Undertaking training and capacity building; and  

• Provision of assistance or services as a last resort subject to access, 
security and availability of funding. 
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The Food Security Cluster Coordinator will work impartially with all members of 
the Food Security Cluster and serves and represents the group as a whole, not an 
agency. 

He or she will work closely with the UN Humanitarian/Resident Coordinator or 
their designated official as required. 

 

QUALIFICATIONS AND COMPETENCIES 

• Professional experience in humanitarian response at a mid- or senior 
level including in the food security sector. 

• University degree in food security, agriculture, economics or related 

field. 

• Ability to work and plan at strategic as well as operational levels. 

• Understanding of the international humanitarian response architecture, 
including co-ordination mechanisms, humanitarian reform and action, 
and funding mechanisms (e.g. Consolidated Appeals Process, Central 
Emergency Response Fund and Flash Appeals). 

• Facilitation and communication: experience of high level coordination 
and chairing of meetings; ability to work with a diverse group of 
stakeholders and develop consensus and joint working; excellent English 
communication skills, both verbal and written. 

• Coping with pressure: ability to work productively in a pressurized 
environment and to maintains visibly high levels of morale in difficult 
circumstances. 

Desirable: 

• Control of working language in country of deployment. 

• Experience of the country or region of deployment. 

• Formal training in Cluster co-ordination or previous Cluster experience. 
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ANNEX G 

Terms of reference for FSC information mangers
 

Job Title: Information Manager for Food Security Cluster (Field) 

Place of Work: TBD 

Reports to: FSC Cluster Coordinator 

Reporting to position: May have other staff assigned as appropriate 

 

FUNCTION PURPOSE 

The Information Manager is one of the core Cluster Coordination team members 
and plays a vital role in collecting, analysing, and sharing information that is 
important for the cluster stakeholders to make informed (evidence based) 
strategic decisions on: 
 

1. the needs of affected populations 
2. the prioritization of these areas according to Food Security indicators 
3. where there is a need for Food Security actors and to what degree 
4. what are the key gaps in activity and need 
5. what capacity (human, material, financial) exists to be used in support 

of the identified prioritised response needs 
 
The Information Manager therefore supports the Food Security Cluster Coordinator 
by supporting the cluster with the data and information it requires to make 
programmatic decisions. 
 
As such, the Information Manager needs to be able to liaise and communicate 
with many different types of people and agencies and act as a ‘bridge’ between 
Food Security decision makers and technical IM staff. 
 
Fundamental to the job is the ability to present information in a way that is easily 
understood by the cluster members.  Sometimes this is through graphic means 
such a mapping but also through tables, charts, and narrative writing.  Other 
times it involves discussing the information directly with the decision makers to 
make important interpretations on the findings. 
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Key Responsibilities and Tasks 
 

• Report to the Food Security Cluster Coordinator and respond to the 
Cluster Membership’s needs for information; 

• Provide IM services to cluster for key decision making.  These services 
will include data collection, collation, analysis, dissemination processes 
relevant to the needs of the cluster.  This may require building 
additional and appropriate capacity through the training of additional 
staff and managing, organizing, and conducting these activities; 

• Proactively gathering of information from other clusters/organizations/ 
military which may be of use to the Food Security Cluster for informing 
decisions, including movement of population, potential camp locations, 
road networks; 

• Identify secondary data and information resources prior to deployment 
for rapid onset emergency response; 

• As appropriate, assist in the design of Food Security data collection 
forms, ensuring that the purpose and use of all data collected is clear, 
questions are simple, clear, collectable and easily collatable, 
highlighting where potential problems might arise; organize and manage 
the data input and initial analysis and presentation of data for the WASH 
cluster; 

• Create contact directories of Food Security humanitarian partners; 

• Who does What Where When (4W) database and derivative products, 
such as maps 

• Needs and gap identification for the sector; facilitating and agreeing 
boundaries / benchmarks to enable prioritisation within the sector; 

• Inventory of relevant common Cluster / Sector data sets, including 
population data disaggregated by age and sex; 

• Development of simple, user-friendly emergency Food Security 
monitoring reporting formats in consultation with the local authorities, 
providers of Food Security assistance and other key stakeholders; 

• Data on the humanitarian requirements and contributions ( financial, 
material, human – as appropriate); 

• Maps of 4W, Food Security Gaps per location; 

• Mapping of Food Security resources, needs and gaps as requested 
(support may be available by OCHA); 

• Liaise with OCHA and IM Focal Points in other clusters – share information 
as appropriate and identify and gather information from other clusters 
which can inform Food Security response and preparedness decisions; 

• Any other tasks that may be required (within reason) to achieve the 
objective of this assignment. 
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QUALIFICATIONS AND COMPETENCIES 

• Degree-level qualification or equivalent.   Preferably, the degree 
should be in a relevant field or discipline such as Food Security, 
Agriculture, geographic sciences, humanitarian affairs, political 
science, Information Technology, Information Systems, Engineering, 
Architecture, or Communications although experience can replace 
qualifications. 

• Minimum of 5 years experience – experience in the field in 
emergency context is preferred. 

• Willingness and ability to work in difficult environments, in often 
stressful time-critical situations. 

• Cultural and Gender awareness and sensitivity. 
 
Technical Skill sets 

 
Essential Technical Skills: 

• Strong knowledge of Excel and preferably MS Access or other 
databases. 

• Understanding of GIS/Cartographic outputs and ability to collect and 
organize data to support their production (potentially to be 
produced by others. 

• Ability to present information in understandable tables, charts and 
graphs. 

 
Other Technical Skills that are considered desirable: 

• Ability to maintain and manage website content for the cluster. 

• Data storage and file management expertise. 

• Assessment, Survey, and Monitoring and Evaluation expertise. 

• Communications and technical writing using both graphic and 
narrative presentations. 

• Information Technology and networking skills. 

• Experience in web design and programming. 

• Knowledge of ArcGIS or other mapping software an advantage. 

• Knowledge of Visual Basic/macros a plus. 
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ANNEX H 

Standard operating procedures for briefings in Rome  
 

1. PRE-DEPLOYMENT SUPPORT 

 

1.1 Global standard documentation (available on standby) 

• Humanitarian reform, OCHA  architecture and cluster approach (Annex 1) 

• Information on the FSC: Generic FSC TORs Cluster Coordinator (CC) ToRs 
(Annex 2) and Information Management Officer (IMO) TORs (Annex 3) 

• Standard Operating Procedures and/or Operational toolkit (including 
templates, standard formats, etc.) 

• GST contact details (Annex 4)  
 

1.2 Country specific documents  

• Key project documents (e.g. Flash Appeal, WFP and FAO relevant 
projects) 

• 2 latest sitreps 

• 2-3 key maps 

• Key assessment briefs 

• Specific Contact list 

1.3 Contract and travel arrangement  

•  

1.4 Organisation of orientation day  

2. ORIENTATION (1-2 day briefing in Rome, if possible) 

 

2.1 Briefing on global issues with GMT as needed (depending on CC or IMO 

experience) 

• Humanitarian reform, OCHA architecture, the cluster approach and the 

FSC 

 

2.2 General meeting with GST focal point for country X 

• Country issues 

• Support offered by the GST to the field 

• Expected information and feedback the deployed staff will be expected 

to provide to the GST 

 

2.3 Meeting(s) with WFP/FAO staff: 
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• WFP Liaison Officer and ODEP 

• FAO Desk/Emergency Operations Officer  

 

2.4 Information management (GST IM person) 

• Presentation and discussion of the FSC website, standard reporting 

templates and procedures (incl. 3Ws)  

 

2.5 For CCs only, briefing on funding (GST staff or Marianne Ward/Anne-

Marie Faustino)  

• Overview of funding procedures (FA, CAP, OPS, CERF, ERF) 

• The role of the FSC in terms of funding 

• Funding prospect for country X  

 

3. DEPLOYMENT SUPPORT 

Upon request, the GST will provide support and, as needed, coordinate with gFSC 
lead and member agencies in:  

- Food security/needs assessment  

- Project design 

- M&E 

- Information management 

- Resourcing 

 

4. POST-DEPLOYMENT 

Post-deployment feedback form  
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ANNEX I 

Organizing participation in a Multi-Cluster Rapid Assessment (MIRA) 

 

 

� Get as many as possible of the main sector actors to attend a planning 
meeting together with key actors from the other sectors, on day 1 if 
possible, to: 

o agree the purpose/objectives and time frame for the assessment; 
o define responsibilities and timeframes for all preparatory actions; 
o adapt the standard IRA data collection format to the local context, if 

necessary, 81  and define how any additional data will be input and 
analysed (contact the cluster support unit in TCER for guidance and 
support, if needed); and  

o get advice on gender and other cross-cutting issues that may be critical 
in the local context. 

� Rapidly review relevant sector secondary data available at national level 
including the FAO country profile – see IRA guidance note 2.3 especially 
table 2. 

� Then, jointly with the other clusters: 

o Assemble multi-disciplinary field assessment teams. Ensure they are 
balanced in terms of expertise and gender, and between national and 
international personnel - see IRA guidance note 2.4. 

o Select the areas to be visited. Use stratified sampling to select not only 
areas that are believed to be particularly badly affected but also ones 
covering a range of different conditions and population groups that may 
be differently affected and face different food security/agriculture 
problems and risks – see IRA guidance note 2.5. 

o Define the criteria and procedures to be applied by assessment teams 
in selecting individual sites to be visited within the selected areas. 

o Specify the (few, key) items of data on other sectors that food 
security/agriculture members of assessment teams should collect in the 
absence of team members for the other sectors, and vice-versa. 

o Provide guidance notes (including case definitions) and organize rapid 
training – and security briefing, where needed – for all field assessment 
teams. 

                                                      

81 Adaptation may be necessary if significant urban populations are involved or there are a variety of population 
groups (e.g. refugees, IDPs and residents). Modifications should focus on clarification, removing items that are 
clearly inappropriate or highly-sensitive, or adding content. The core structure of the form should be preserved.  
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o Provide field teams with available secondary data on the areas they will 
visit before they start field visits, so their interviews and primary data 
collection can be appropriately focused.  

o Plan logistics carefully and ensure that all teams have necessary 
permits (where needed), transport (including fuel, etc.), 
communications (radios and/or access to telephones), GPS (and are 
trained in its use), and access to accommodation (camping equipment, 
if necessary), water and food. 

o Make arrangements to receive and rapidly collate and analyse incoming 
data and reports from assessment teams, relief teams and other sources. 
These arrangements must be made in advance, as part of the planning 
for the assessment. Too often, analysis of data from “rapid” 
assessments has taken several weeks! 

o Prepare a realistic budget for the whole assessment process – including 
field travel and the analysis of the data – and secure funds. 

� Ensure constant monitoring of and support to the field assessment teams 
during field work. 

� Ensure arrangements for the safe receipt of reports from field teams and 
the prompt entry of the data into the IRA analysis tool (and arrangements 
for any additions to the standard IRA form to be input separately). 

� Arrange for the assessment team leaders/teams to review the automated 
reports for each site and to insert their own comments and interpretations, 
and for data from any questions added to the standard IRA form to be to 
analysed and inserted separately. 

� Specify the administrative levels at which aggregate reports are required, 
and arrange for a multi-disciplinary group of sector-specialists and 
experienced generalists to: 
o review the automated aggregate reports and insert their comments and 

interpretations; and 
o produce the overall report and recommendations. 

� Arrange rapid clearance of the overall report by all clusters (and relevant 
government entities where necessary) and disseminate it immediately to all 
food security/agriculture actors, donors and other stakeholders using email, 
a website, and hard copies. 
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ANNEX J 

IPC reference table  

 

  

IIPPCC  AAccuuttee  FFoooodd  IInnsseeccuurriittyy  RReeffeerreennccee  TTaabbllee  ffoorr  AArreeaa  CCllaassssiiffiiccaattiioonn    

((VVeerrssiioonn  22,,  JJuunnee  22001122))  

  

PPuurrppoossee::  TToo  gguuiiddee  sshhoorrtt--tteerrmm  ssttrraatteeggiicc  oobbjjeeccttiivveess  lliinnkkeedd  ttoo  mmeeddiiuumm--  aanndd  lloonngg--  

tteerrmm  oobbjjeeccttiivveess  tthhaatt  aaddddrreessss  uunnddeerrllyyiinngg  ccaauusseess  aanndd  cchhrroonniicc  ffoooodd  iinnsseeccuurriittyy  

UUssaaggee::    CCllaassssiiffiiccaattiioonn  iiss  bbaasseedd  oonn  ccoonnvveerrggeennccee  ooff  eevviiddeennccee  ooff  ccuurrrreenntt  oorr  pprroojjeecctteedd  

mmoosstt  lliikkeellyy  ccoonnddiittiioonnss,,  iinncclluuddiinngg  eeffffeeccttss  ooff  hhuummaanniittaarriiaann  aassssiissttaannccee..  

 

*For both nutrition and mortality area outcomes, household food consumption deficits must 
be an explanatory factor in order for that evidence to be used in support of a Phase 
classification.  For example, elevated malnutrition due to disease outbreak or lack of health 
access—if it is determined to not be related to food consumption deficits—should not be 
used as evidence for an IPC classification. Similarly, excess mortality rates due to, murder 
or conflict –if they are not related to food consumption deficits--should not be used as 
evidence for a Phase classification.  For Acute Malnutrition, the IPC thresholds are based 
on % of children under 5 years that are below 2 standard deviations of weight for height or 
presence of oedema.  BMI is an acronym for Body Mass Index.  CDR is Crude Death Rate.  
U5DR is Under 5 Death Rate. 

 

 



 

Phase Name 
and 

Description  

PPhhaassee  11  

MMiinniimmaall  

  

More than four in five 
HHs are  able to meet 
essential food and non-
food  needs without 
engaging in atypical, 
unsustainable strategies 
to access food and 
income, including any 
reliance on humanitarian 
assistance. 

PPhhaassee  22  

SSttrreesssseedd  

  

Even with any 
humanitarian assistance 
at least one in five HHs in 
the area have the 
following or worse:   

Minimally adequate food 
consumption  but  are 
unable to afford some 
essential non-food 
expenditures  without 
engaging in irreversible 
coping strategies 

PPhhaassee  33  

CCrriissiiss  

Even with any humanitarian 
assistance at least one in five 
HHs in the area have the 
following or worse:   

Food consumption gaps with 
high or above usual acute 
malnutrition; 

OR 

Are marginally able to meet 
minimum food needs only with 
accelerated depletion of 
livelihood assets that will lead 
to food consumption gaps.  

PPhhaassee  44  

EEmmeerrggeennccyy  

Even with any humanitarian 
assistance at least one in 
five HHs in the area have 
the following or worse: 

Large  food consumption 
gaps resulting in very high 
acute malnutrition and  
excess mortality;  

OR 

Extreme loss of livelihood 
assets that will lead to food 
consumption gaps in the 
short term.  

PPhhaassee  55  

FFaammiinnee  

 

Even with any humanitarian 
assistance at least one in five 
HHs in the area have an 
extreme lack of food and other 
basic needs where starvation, 
death, and destitution are 
evident. 

  

Priority 

Response 
Objectives 

Action required to 
Build Resilience and  

for Disaster Risk 
Reduction 

Action required for 
Disaster Risk 

Reduction and to 
Protect Livelihoods 

Urgent Action Required 
to: 

  

Protect livelihoods, reduce 
food consumption gaps, 

and reduce acute 
malnutrition  

Save lives & livelihoods 
Prevent widespread death 

and total collapse of 
livelihoods 

A
re

a
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 Food 
Consumpti

on 

& 

Livelihood 

More than 80% of 
households in the area 
are able to meet basic 
food needs without 
engaging in atypical 
strategies to access food 
and income & livelihoods 

Based on the IPC 
Household Group 
Reference Table, at least 
20% of the households in 
the area are in Phase 2 or 
worse 

Based on the IPC Household 
Group Reference Table, at 
least 20% of the households in 
the area are in Phase 3 or 
worse 

Based on the IPC 
Household Group 
Reference Table, at least 
20% of the households in 
the area are in Phase 4 or 
worse 

Based on the IPC Household 
Group Reference Table, at 
least 20% of the households in 
the area are in Phase 5 
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Change are sustainable 

Nutritional 
Status* 

 

Acute Malnutrition: <5%  

BMI <18.5 Prevalence: 
<10% 

Acute Malnutrition : 5-
10%,  

BMI <18.5 Prevalence: 
10-20% 

Acute Malnutrition : 10- 15% 
OR > usual & increasing 

BMI <18.5 Prevalence: 20-
40% , 1.5 x greater than 
reference  

Acute Malnutrition : 15 – 
30%; OR > usual & 
increasing 

BMI <18.5 Prevalence: 
>40%   

Acute Malnutrition : >30% 

BMI <18.5 Prevalence: far > 
40%   

Mortality* 

 

CDR: <0.5/10,000/day 

U5DR: ≤1/10,000/day 

CDR: <0.5/10,000/day 

U5DR: ≤1/10,000/day 

CDR: 0.5-1/10,000/day 

U5DR: 1-2/10,000/day 

CDR:  1-2/10,000/day OR 
>2x reference  

U5DR: 2-4/10,000/day 

CDR:  >2/10,000/day  

U5DR: >4/10,000/day   



 

ANNEX K 

Checklist for Cross-cutting Issues & the Gender Marker 

 

All activities must be planned taking account of human rights, gender and 
environmental concerns and risks and constraints related to HIV/AIDS. The 
following checklist is based on key questions in the CHAP guidelines. 

 

Human rights and protection:  

 Do proposed strategies and implementation modalities assure equality of 
access to assistance and services for ALL population groups and adequate 
protection for beneficiaries and humanitarian/food security/agriculture 
workers?  

 Might they reinforce existing patterns of discrimination or increase risks?  

 Could activities or implementation modalities be modified to better assure 
respect for human rights and protection, especially for groups determined to 
be at particular risk (e.g. female-headed-households, women and men with 
disabilities, people living with HIV/AIDS, adolescent boys)? 

 Is there effective collaboration between the food security/agriculture and 
protection clusters in ensuring protection, treatment and psycho-social 
support for the above-listed groups at particular risk, unaccompanied 
children, and victims of sexual and gender-based violence? 

Gender:  

 Do proposed strategies and implementation modalities promote gender 
equality and minimize risks of sexual and gender-based violence?  

 Might they increase existing inequalities?  

 Could activities or implementation modalities be modified to better promote 
gender equality? 

See details of the Gender Marker below. 

HIV/AIDS:  

 Do proposed strategies take account of the prevalence of HIV/AIDS and 
minimize the risks of transmission in a culturally appropriate manner? 

 Could activities or implementation modalities be modified to better provide 
for people suffering from HIV/AIDS and reduce risks of transmission? 

 Are preventive strategies that were in place prior to the crisis being 
maintained? 
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Environment:  

 Do proposed strategies and implementation modalities assure protection of 
the environment and natural resource base? 

 Might they create additional unnecessary waste? 

 Could activities or implementation modalities be modified to better protect 
the environment? 

Psychosocial concerns:  

 Do proposed strategies and implementation modalities take into account 
social considerations (safe aid for all in dignity, considering cultural practices 
and existing community resources)? 

 

The Gender Marker:  

The strategy, cluster response plans and project sheets should identify and 
respond to the distinct needs of women, girls, boys and men in each sector. The 
IASC Gender Marker is a tool that assigns a code of a 0 to 2 scale according to 
whether or not a humanitarian project is designed well enough to either ensure 
women/girls and men/boys will benefit equally from it or that it will advance 
gender equality in another way.  

The objective of the Gender Marker (GM) is to foster better programming and 
to make gender marks visible on the Financial Tracking System, thus factoring 
into donor funding decisions. The Gender Marker is now mandatory for all 
CAPs and is being rolled out in pooled funds.  

The Cluster Coordinator is responsible for the successful implementation of the 
GM in his/her Cluster. The coding system is on the next page. 

 

Additional guidance 

� Cross-cutting issues – key things to know, Cluster/Sector Leadership Training 
materials 2007  

� IASC Gender Handbook in Humanitarian Action, IASC Geneva, 2006  
http://www.humanitarianinfo.org/iasc/content/documents/subsidi/tf_gende
r/IASC%2520Gender%2520Handbook%2520%2528Feb%25202007%2529.pdf 

� IASC Guidelines for Gender-based Violence Interventions in Humanitarian 
Settings: Focusing on Prevention and Response to Sexual Violence in 
Emergencies 

� IASC Guidelines for HIV/AIDS interventions in emergency settings 
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Code Description Project Examples 

0 Gender is not reflected anywhere in the 
project sheet or only appears in the 
outcomes. There is risk that the project will 
unintentionally fail to meet the needs of 
some population groups and possibly even 
do some harm. These projects are 
considered gender-blind. 

Removing rubble, repairing roads, installing 
water systems or providing non-food items 
with no indication that females and males 
have the equal opportunity to benefit or of 
differences in male and female needs, skills, 
abilities, protection concerns, etc. 

1 There are gender dimensions in only one 
or two components of the project sheet: 
e.g. in needs assessment, activities and 
outcomes*.  

The project does not have all three: i.e. 1) 
gender analysis in the needs assessment 
which leads to 2) gender-responsive 
activities and 3) related gender outcomes.  

*Note: Where the gender dimension 
appears in outcomes only, the project is 
still considered gender-blind.  

Analysing the nutritional needs of men, 
women, girls and boys; local food preparation; 
cooking & sharing practices but failing to 
reflect these local gender realities in activities 
and/or outcomes.  

Setting up separate male/female toilets and 
bath areas for IDPs but providing no 
indication that male and female beneficiaries 
have a voice in ensuring the facilities are 
culturally appropriate and meet their 
respective needs. 

2a Gender Mainstreaming  

A gender analysis is included in the 
project’s needs assessment and is 
reflected in one or more of the project’s 
activities and one or more of the project 
outcomes.  

Using vouchers, designed with inputs from 
male and female farmers, to provide 
agricultural training and inputs equally to 
women and men.  

Providing demand-driven psycho-social 
services to girl and boy ex-combatants based 
on their different needs.  

Gender mainstreaming in project design is about making the concerns and experiences of 
women, girls, boys and men an integral dimension of the core elements of the project: 1) 
gender analysis in the needs assessment which leads to 2) gender-responsive activities and 
3) related gender outcomes. Gender mainstreaming in project design promotes the flow of 
gender equality into implementation, monitoring and evaluation. 

2b Targeted Action  

The gender analysis in the needs 
assessment justifies this project in which all 
activities and all outcomes advance gender 
equality.  

Providing reproductive health services to men 
where there is documented unmet need; the 
existing services only target women.  

Promoting girls’ education where fewer girls 
attend school.  

Preventing and/or responding to gender-
based violence or to sexual exploitation and 
abuse by humanitarian workers.  

Conducting sector-wide research into gender 
issues. 
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ANNEX L 

Minimum Common Operational Datasets (COD) 

DATASET DATA CHARACTERISTICS  

Population 
Statistics 

• Total population by admin level (Individuals) 

• Total population by admin level 

• Number of Households 

• Age 

• Sex 

• Average family size by admin level 

• Unique identifier 

Humanitarian 
Profile 

(disaggregated 
by admin level 
and populated 
place) 

• Internally Displaced 

• Non-displaced affected 

• Host family / resident community affected 

• Refugee 

• Dead 

• Injured 

• Missing 

Administrative 
Boundaries 

(Geographic) 

 

• Unique identifier (P-Code) 

• Name 

• admin level 1 

• admin level 2 

• admin level 3 

• admin level 4 

Populated 
Places 

(Geographic) 

• Unique identifier (P-Code) 

• Place name 

• Size classification 

• Status if capital of administrative division 

• Type (Village, spontaneous settlement, collective centre, planned settlement) 

Transportation 
Network 

(Geographic) 

• Roads (Classified by size) 

• Railways 

• Airports/helipads 

• Seaports 

Hydrology 

(Geographic) 

• Rivers (Classified by size) 

• Water bodies 

Hypsography 

(Geographic) 

• Elevation 

• Resolution 

 


