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COESCD Committee of Emergency Situations & Civil Defence
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SSI Shelter sector item
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Executive summary

In 2007/8 Tajikistan experienced its harshest winter for three decades with temperatures
plummeting below minus 20 degrees Celsius over an extended period. A national and
regional electricity shortage led to strict rationing, while the level in the main water
reservoir used for generating electricity for the capital Dushanbe fell to a critically low level.
The population especially in urban areas faced great hardship as they rely almost entirely
on electricity for heating.

On 31%' January 2008 the Government of Tajikistan (GOT) asked the UN Resident
Coordinator (RC) to assist in mobilising international assistance. The cluster approach
was activated in late February 2008. The International Federation of Red Cross and Red
Crescent Societies (IFRC) assumed the role of coordinator of the shelter and non-food
item (SNFIC) cluster with co-ordination staff in country from 28" February to 28" April
2008.

This review was undertaken at the request of IFRC’s Shelter Department and focuses on:
the cluster activation in January; the role and performance of the shelter cluster
coordinators; and IFRC’s handover and exit from this role at the end of April 2008.

The aim of the review was to identify lessons which needed to be learned, and to make
recommendations to help IFRC fulfil its leading role in emergency shelter. The review
relied on interviews with key players and the review of key documents. The consultant
visited Dushanbe for eight days in July 2008.

Overall IFRC's role in Tajikistan was ultimately a success and reflected well on the
organisation. Three areas however where lessons need to be learned relate to: the limited
knowledge and understanding at country and regional level of IFRC’s emergency shelter
coordination role; the impact of high turnover of coordinators; and the development and
implementation of an exit strategy. Detailed recommendations are made in the report to
address these issues as well as other questions raised in the Terms of Reference (TOR).

Additional issues which arose but were arguably outside the TOR included: the enormous
opportunity offered by the emergency shelter coordinator role for IFRC to achieve its
Global Agenda Goals; the challenges of developing Terms of Reference for coordinators
which both respect the special conditions of the Memorandum of Understanding (MOU)
governing this role, and are clearly understood and accepted by all main players and
partners; and the considerable resource challenges faced by IFRC’s Shelter Department in
managing and supporting coordinator deployments. Detailed recommendations are again
made in the report.
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Introduction
This review focuses on:

» The activation of the cluster approach in February 2008 in response to extreme
winter weather in Tajikistan

» The International Federation of Red Cross and Red Crescent Societies’ (IFRC’s)
role and performance as coordinator of the emergency shelter cluster with staff in
country during March and April 2008, see Annex G.

* IFRC’s handover and exit from this role at the end of April 2008

The aim of this review is to identify lessons to be learned and to make recommendations
so that IFRC can better fulfil its leading role in emergency shelter in future natural
disasters®.

Terms of reference

The Terms of Reference for this review are given in Annex A.. Key questions extracted
from the Terms of Reference are given in Annex B.. The findings are reported against
these key questions.

Background

Tajikistan, the poorest country in Central Asia, has just experienced its harshest winter for
three decades with temperatures from early January 2008 plummeting below minus 20
degrees Celsius. A national and regional electricity shortage led to strict rationing, while
the level in the main drinking water reservoir for Dushanbe fell to a critically low level and
many water pipes burst or froze due to the cold weather.

The population especially in urban areas faced great hardship as they rely almost entirely
on electricity for heating; at the same time their water supply was under threat. On 31°
January the Government of Tajikistan (GOT) asked the UN Resident Coordinator (RC) to
assist in mobilising international assistance. The cluster approach was activated in late
February 2008. IFRC assumed the role of coordinator of the shelter cluster with co-
ordinator staff in country from 28" February to 28" April 2008 (see) withdrawing at that
stage as the emergency phase had ended with the coming of warmer weather in mid
March.

Methodology

The evaluation relied on interviews with key players (see Annex H.) and the review of key
documents (see Annex F.). Face-to-face interviews were carried out in both Geneva and
Dushanbe; other interviews were by phone. The consultant visited Dushanbe from 2" to
10" July 2008.

! The recommendations in this review assume that, for the foreseeable future, the cluster
approach will remain an important mechanism in responding to major emergencies, and
that IFRC will retain its leading role in emergency shelter.
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Findings and recommendations

The findings and recommendations are reported against the questions posed in the Terms
of Reference, see Annex B.. The questions are repeated in this section in italics.

Overall
Overall IFRC’s role in Tajikistan was a success and reflected well on the organisation;
other agencies acknowledged the professionalism of the staff deployed and the value they
added in rapidly changing circumstances.
Three points were however often raised, the namely:
» the delay in responding to initial enquiries about IFRC taking on the role;
* the turnover of coordinators;
* what was perceived as a premature and unilateral exit at the end of April.
These points are addressed below.
In addition, a word of caution is required. This crisis did not turn into a major humanitarian

crisis. Thus although the IFRC’s coordination role had many challenges, it was not tested
fully.

Federation’s (emergency) shelter coordination role

1. What was the level of understanding and support of the Federation’s (emergency)
shelter coordination role within the Country, Regional and Zone Representation
and Geneva

It is worth emphasising at the outset that the cluster approach and IFRC’s leadership role
within the shelter cluster are both relatively new and still “works in progress”; it is therefore
only to be expected that not everyone will share the same understanding or demonstrate
the same level of support throughout IFRC.

In addition the recent restructuring and difficulties in recruiting to key posts? have had a
negative impact on IFRC’s ability to fulfil its mandate.

Overall

* The level of understanding was inversely proportional to the length of the reporting
line from Geneva. This is not a reflection on competence or commitment, but rather
the opportunities to learn about the Federation’s shelter cluster coordination role.

» There was a great desire among those interviewed in both the country and regional
office to learn more about the role.

* The level of support was high among all those interviewed within IFRC although for
many the first challenge was to understand what that role was, see above.

Detail

Prior to the cold wave emergency the IFRC Representation Office and the Red Crescent

Society of Tajikistan (RCST) in Dushanbe, and the IFRC Regional Office in Almaty had at
best only a vague idea about the Memorandum of Understanding (MOU) signed between
IFRC and the United Nations Office for the Coordination of Humanitarian Affaires (OCHA)
in regards to IFRC assuming a leading role in emergency shelter in natural disasters (see
Annex C.).

% During the crisis and the review, two key posts were vacant, that of Representative in Tajikistan and the
Regional Disaster Management Delegate in Almaty.
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No mention is made of the MOU in RCST'’s contingency plan from 04 May 2007, although
the scenario in the contingency plan is a major wintertime earthquake affecting Dushanbe
with shelter and non-food items (NFIs) as a major component of the anticipated response.

Based on a search on IFRC’s web site, job descriptions for regional disaster management
posts being advertised in August 2008 do not appear to make any mention of the leading
role either. Implicit reference is made in current job descriptions by mention of
Humanitarian Reform but no explicit reference is made to the leading role.

Information about the MOU and IFRC'’s leading role in emergency shelter is available on
IFRC'’s intranet which can be accessed by IFRC staff throughout the world. As with all
such information, there are major challenges:

* You have to know that it is there in order to look for it
* You have to know that it is important in order to invest time to understand it

» The potentially enormous gap in knowledge of the subject between those posting
the information and those accessing it, can make understanding it more rather than
less difficult

Similar information is also available publicly on the Humanitarian Reform web site. The
same challenges apply as for IFRC’s intranet but in addition:

* There are references to IFRC’s lead role in key documents on the Humanitarian
Reform website but there are no links from these references to the more detailed
information which is by comparison deeply buried.

* While reference is made to the special provisions of the MOU regarding finance,
accountability, the specific exclusion of transitional and permanent housing etc.
within some key documents, these provisions are not systematically referred to in
all documents. The generic cluster coordinator TOR for instance states that the
coordinator is accountable to the Humanitarian Coordinator without any reference to
this being contrary to the MOU.

In the lead up to Cluster activation, IFRC Tajikistan found themselves in the awkward
position of being asked probing questions during Rapid Emergency Assessment and
Coordination Team (REACT) meetings about a role which they knew nothing about. While
they sought clarity from the Region, Zone and Geneva, the pointed questions continued.
Despite their frustration at the situation they found themselves in, staff in both country and
regional IFRC offices subsequently supported the co-ordinators whole heartedly. During
the review they expressed a commitment and interest in learning more about the role so
that they could play a fuller and more confident role in future.

Recommendations

* Publicise and make information on IFRC’s leadership role in emergency shelter far
more accessible not only within IFRC but also to the humanitarian community and
general public.

» Conduct usability trials to check that the information provided can be easily found
and understood

* Include a section on possible Emergency Shelter Cluster (ESC) coordination role in
all job disaster management job descriptions, contingency and work plans.

* Ensure that there is further awareness raising and training among staff who may
play a vital role in supporting ESC coordinators.

* Ensure that senior management share in reviews of ESC deployments to inform
their future decision making especially in the lead up to a possible cluster activation
and subsequent exit and handover.
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Cluster activation
2. Was the cluster approach activated in accordance with the OCHA Guidance Note?

A key question which has to be asked is whether the cold weather crisis justified cluster
activation. This is a question which is far easier to examine with the benefit of hindsight; it
is discussed under 5 below.

Leaving this question aside, activation does appear to have broadly been in accordance
with the Guidance Note. IFRC’s ability however to contribute to the decision making
process leading up to activation was severely hampered by two inter-connected issues:

» First IFRC staff members closest to the crisis were not in a position to provide
Geneva with that all important on the spot analysis of the situation given their lack
of awareness and training in regard to the role, see 1 above.

» Second neither the RC nor REACT appear to have involved the Global cluster leads
in the discussions leading up to activation, and the first that Geneva heard about a
possible activation was when they received a copy of the RC's letter in late
February 2008, see 3 below.

Recommendations

* Ensure greater involvement of the country and regional offices in the analysis as
part of the activation process.’

» Advocate for the greater involvement of cluster leads at the Global level in the lead
up to the request from the country level for cluster activation.

e See also recommendations under 3 below.

3. What was the extent of the Federation’s involvement and influence, as an IASC
member, in the decision-making process?

IFRC appear to have taken a passive role. The seriousness of the crisis may have already
been in question. The activation was possibly seen as an opportunity for on the job
training of ESC coordinators on the roster in an unchallenging context.

Recommendations

* IFRC to take an active rather than a passive role in the decision-making process.
This is especially important if either the need to active the cluster or the
appropriateness of IFRC accepting the ESC coordination role is in doubt.

* See also recommendation under 2 above.

4. What was the intended and actually impact of cluster activation on REACT’s
coordination role?

The intended impact was to “bolster the REACT Sector/Cluster groups”, see Annex D.

The actual impact was not dissimilar. The picture that evolved from interviews was that
REACT was a useful networking and coordination body in “normal” times but faced
considerable challenges in demonstrating leadership, and changing gear in this crisis. In a
sense the Clusters took on roles which a stronger more dynamic REACT might well have
been able to take on alone.

® There are considerable challenges in achieving this as the MOU restricts IFRC's role to the emergency
phase, so IFRC will not necessarily be involved at the highest level at the country level in the lead up to
activation.
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In addition, although much is made of the fact that REACT is chaired by GOT, the chair is
held by the Committee of Emergency Situations & Civil Defence (COESCD) rather than a
ministry and therefore lacks the political power to make things happen, and to ensure
government engagement in REACT’s work. The lack of government engagement is in all
fairness not restricted to REACT; it was a common concern among many of those
interviewed, some blaming the government and some the agencies. The Clusters
therefore certainly bolstered REACT; the larger question is whether REACT will have
learned how to respond better to future crisis with or without cluster activation.

Recommendations

* |FRC to continue to support REACT and the establishment of similar organisations
in other countries in the region; but ensure that this support includes positive
criticism and practical suggestions how the model can work better and explore how
REACT and the cluster approach would work together in a major humanitarian
disaster

5. Was the cluster approach activated purely to improve the humanitarian response or
were there other considerations as well?

The cold weather was unusually harsh, and people in urban areas did indeed face extreme
hardship while in rural areas valuable food stocks were spoilt. Those interviewed felt that
there had been an increase in mortality among vulnerable groups but not on a scale vastly
different from a severe cold period in more developed countries. There was of course
potential for significant loss of life but the weather improved before this could happen.

There was a general feeling that the cluster approach was activated not solely to respond
to the immediate humanitarian needs but also to focus attention and obtain resources for a
country which was being neglected despite severe chronic needs. The pressure for
activation appears to have come from both within the country and the UN in New York.

Some would argue that this was a misuse of the cluster approach. It could also be argued
that if there is no other option available to deal with long-term chronic crises which may
evolve into major humanitarian disaster, then the system is at fault.

OCHA
6. What was OCHA's role in:
a. Activation of the cluster with reference to the Guidance Note

In the period leading up to activation there was no permanent OCHA presence in
Tajikistan, so the lead was taken by the RC. One OCHA staff member from Almaty visited
Tajikistan on mission prior to activation to support the RC. There was no Humanitarian
Coordinator (HC) in Tajikistan.

b. Overall cluster coordination

Subsequent to activation, the OCHA staff member from Almaty returned for a number of
short term missions and two consultants, funded by the United Kingdom’s Department for
International Development (DFID), were brought in to support the RC.

c. Liaison with Government on behalf of the cluster lead agencies

As highlighted in 4 above, liaison with the Government is a challenge faced by all
organisations in Tajikistan. OCHA did its best and several of those interviewed spoke
highly of the role played by the OCHA staff member from Almaty, a Tajik himself, who was
prepared to use his knowledge and contacts to help others.
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d. Ensuring the cluster process was in support of Government coordination
mechanisms

Officially the Government coordination mechanism is REACT and every attempt was made
to strengthen rather than undermine REACT. Real political power and decision making
however is at a very high level within a relatively few people. See also 4 above.

e. Addressing cross-cluster issues?

Inter-cluster meetings were held and issues appear to have been resolved pragmatically.
The common challenge of too many meetings for too few people was present in Tajikistan
as elsewhere but was possibly felt more because many doubted the seriousness of the
crisis and at least one major NGO was in the process of closing its office in Tajikistan.

Shelter and NFI Cluster (SNFIC)

7. Were all the NFlIs dealt with by SNFIC shelter related, and if not what were the
implications for SNFIC?

This is a question which applies to the Shelter sector in general. Shelter Sector Items
(SSils) could be categorised as:

* Items relating to the creation or repair of the structure which shelters people, e.g.
tents, plastic sheeting, building materials and kits etc.

* Household items required within that structure to make it a living space, e.g.
cookers, kitchen sets, water containers etc.

» Personal items required by individuals e.g. clothing and bedding

Some people would argue that only the items in the first category are SSls, and the other
two categories are Non-Food, WASH, Health or general relief items dealt with by other
clusters. Others would argue that all the items in all three categories are SSls and further
items should be added such as survey equipment to help in assessments and the
formulation of a shelter strategy.

In Tajikistan a realistic approach was taken which was welcomed by many partners; the
ESC developed a list of NFIs, see Annex |. Master list of Shelter and Non Food Items,
covering all three categories but actual responsibility about which cluster dealt with which
items was negotiated.

There are more fundamental issues, however, if SSIs are restricted to those in the first
category, and tents and plastic sheeting are relabelled NFls as part of general relief
programmes,

» First, the Shelter Sector is squeezed out of the emergency phase and into the
transitional and reconstruction phase. This would run contrary to IFRC’s shelter
role within clusters which is restricted to the emergency phase.

» Second many organisations could argue that they do not “do” shelter.

If however the wider definition of SSlis is used, the Shelter sector expands and the number
of organisations, including National Societies, involved in the sector expands dramatically
as well.

Recommendations

* IFRC seeks clarification on the definition of SSIs and promotes the consensus
view.

8. What was the impact of the SNFIC on the Federation Delegation and the Tajikistan
Red Crescent?
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The impact was positive. Staff in both IFRC’s country office and the RCST learned about
the cluster approach and the role of ESC coordinator. The demands in terms of logistics
and administrative support were within acceptable limits, and they had the necessary
resources to support the coordinators.

It is worth noting however that there had been an almost complete change of senior RCST
staff just prior to the crisis. This, combined with the low level of understanding of IFRC’s
leadership role in emergency shelter in the country, see 1 above, meant that although the
impact was positive in regard to RCST, there is still a long way to go before they would be
able to take a more active role in any future cluster activation.

Recommendations

» Further awareness raising and training is undertaken with both the Delegation and
RCST to improve their ability to take a more active role in future cluster activations.

9. How well was the SNFIC designed and implemented, and what were its strengths
and weaknesses? In particular, was the SNFIC:

a. Adequately staffed, equipped and funded?

Given the scale of the disaster, the SNFIC was adequately staffed indeed at least one
coordinator reported having to look for something useful to do. One coordinator reported
having to source/borrow equipment locally rather than arriving with all the necessary
equipment, ready to hit the ground running. There were no concerns raised about funding
although there was some confusion about the payment of per diems. The high turnover
among coordinators was an issue, views ranged from some regret that it had been so high
through to astonishment and almost anger at the constant changes.

Recommendations

» Ensure that coordinators have access to essential equipment before departure; the
list of essential equipment needs to be agreed, publicised and adhered to; the
responsibility for meeting these needs for IFRC and NS staff, and Independent
Consultants to be agreed in advance®.

» Make every effort to ensure that each coordinator is deployed for a period of
months rather than weeks.

b. Adequately supported by the Secretariat?

There were two key issues where the coordinators felt that they did not necessarily have
the full backing of the Secretariat, namely:

» The decision to provide useful services to the clusters by looking first at the spring
thaw contingency plan and subsequently the SSI list once the cold weather crisis
was over.

* Preparation for and implementation of the exit and handover.

* Coordinators in Tajikistan included IFRC Geneva and National Society staff, and independent consultants:
their equipment needs are the same; the only real difference which can arise is who is expected to meet
these needs. Independent consultants for instance can be asked to be responsible for providing their own
laptop, but this needs to be agreed at the latest at the contract negotiation stage and even then this may be
too late if departure is imminent.
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It would of course be unrealistic to expect there to be no issues like this, but it may be
useful to present the differing ways of looking at each. These are not direct quotes, rather
synthesis of what came out of the review.

“The first rule of cluster coordination is you have no real power, so you have to provide
value if you are to have any influence. In Tajikistan we achieved this by working on the
spring thaw contingency plan and the SSI list. Both activities enhanced the cluster
approach and IFRC’s reputation”

VS.

“One of the biggest dangers in any response is mission creep and that is what happened
in Tajikistan. We should have been leading and coordinating, not providing technical
assistance. We were right to exit rapidly and unilaterally, we should possibly have done so
even earlier.”

“We should have started discussing and planning for the exit and handover from day one
and kept our partners fully involved. Locally, understandings and agreements could have
been made which would have assured a smooth and timely handover.”

VS.

“The team on the ground were doing nothing to limit mission creep and lacked the
experience to manage the exit and handover, those further away had to take firm control
to rectify the position and handover officially at the Headquarters level.”

Recommendations

» Discussions about IFRC’s exit and handover of the coordination role should be
shared with senior staff and independent consultants occupying key posts in IFRC
Geneva, the Zone, Region and Country offices from day one, and externally soon
afterwards; this is especially important given the restriction in the MOU of IFRC’s
role to the emergency phase.

* A broad understanding and consensus on the exit strategy needs to be reached
between the same senior staff and independent consultants. Geneva should lead
this process.

» The exit strategy needs to be shared and understood by IFRC’s partners in a timely
manner.

» The Shelter Department should seek ways to increase its capacity to manage all
elements of the deployments, from identifying suitable coordinators, through
negotiating contracts and arrange travel, to debriefing.

c. Able to address all shelter and NFI related issues from the outset?

Given that the cold weather crisis was over within days of the first coordinator arriving in
Tajikistan, this question is redundant.

d. Able to share responsibility for addressing these issues between appropriate
agencies within SNFIC?

This question is again arguably redundant; the ESC coordination team did obtain full
collaboration from other SNFIC members in developing the spring thaw scenario and the
SSi list.
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10. How did the SNFIC relate with
a. other clusters

The SNFIC related well to other clusters with the spring thaw contingency plan and SSI list
seen to be of real value by the other clusters. The only issue which arose was reporting
on SSI/NFIs as organisations were concerned about possibly having to report the same
information through several clusters in different formats. This issue was quickly resolved.

b. the UN system

The SNFIC related well to the UN system although the exit and handover did raise
particular problems for the United Nations High Commissioner for Refugees (UNHCR),
see below.

c. the Government?

Establishing an effective relationship with GOT is challenging for all organisations. There
was no indication that SNFIC faired better or worse than any other agency. One of the
IFRC team knew the country well and spoke Russian fluently; this allowed the team to
obtain far more information than if they had had to rely on interpreters alone.

Recommendations

» Language skills should be an important criteria in selecting members of ESC
coordination rosters and teams

11. Was there value in either linking or separating the SNFIC and the Red Cross relief
operation?
Given SNFIC did not have any real operations, this question is in a sense redundant. That

said, the Coordination team clearly recognised the value of acting and being seen to act
independently of the IFRC country and RCST team.

Recommendation

* Recognise the value of not “double-hatting” people and ensure that the
Coordination team can and are seen to be acting independently of the IFRC country
and NS team.

Exit/handover strategy
12. Was the exit/handover strategy well designed and implemented?
Three interrelated issues are addressed here:
* Timing — was IFRC abrupt in departing at the end of April?
* Consultation — did IFRC act or at least appear to act unilaterally?
* Negotiation — how well were the negotiations handled with UNHCR?
Timing
The MOU is clear to those who have had the opportunity to study it; IFRC’s commitment is
to the emergency shelter phase and is not open ended. Given the evaporating crisis and

depending on the definition of the shelter sector, arguably the ESC coordinator should
have been withdrawn by mid-March rather than the end of April.

The question of abruptness however is more one of partners’ perception. Their perception
is understandable given that there appears to have been little discussion with partners
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about exit and handover until mid-April at which stage a deadline of end-April was imposed
given the planned departure of the then coordinator.

Consultation

The tight timing from the time that the exit/handover was first tabled to the departure of the
last coordinator inevitably meant that it was difficult to consult and that actions appeared to
be unilateral. The high turnover of coordinators and their differing understanding of their
role in regard to the exit and handover also did not help.

Negotiation

UNHCR agreed in Dushanbe to take over the role of SNFIC coordinator provided that the
arrangement remained informal. This was agreed by the Coordinator.

At the level of the Zone and Geneva level there was concern that a formal handover was
required and an official letter announcing the handover was written. This caused
consternation within UNHCR both in Geneva as they had not been involved in the
discussion and in Tajikistan as they had agreed to the arrangement on condition that it
remained informal.

Recommendations
e See recommendations made under 1, 3, 9 & 10

Visibility for the International Federation and the Red Cross

13. What was the impact on visibility for the International Federation and the Red
Cross of assuming the cluster lead role?

The visibility of the International Federation and the Red Cross was raised by assuming
the cluster lead role. IFRC’s reputation was enhanced by the speed of response following
cluster activation and the professionalism of those deployed.

The lack of understanding of IFRC’s ESC coordination role at the country level prior to
activation, the turnover of coordinators and the perceived abruptness of the exit and
handover were mentioned by many partners as being of concern but for the vast majority
did not significantly affect their overall evaluation of IFRC’s contribution. A vocal minority
did however feel that IFRC’s reputation had been damaged.

Additional issues coming out of the review

Decision making

Accepting or refusing the ESC coordination role in any emergency is an important decision
for IFRC as is the definition of the role and the exit/handover strategy.

The potential impact of getting it right in terms of saving lives is immense as is the
potential for enhancing the reputation and visibility of both IFRC and NS. In addition closer
involvement in cluster coordination can help IFRC and NS strengthen their role as a, if not
the, leading humanitarian player in many countries, and that all essential sense of
partnership with other organisations. During the review several people interviewed
remarked on IFRC and NSs’ immense capacity but at the same time lamented that they all
too often appeared isolated from peer organisations.

Recommendations

* The enormous opportunities of IFRC’s role as ESC coordinator to save lives is
recognised and valued as a key means to achieve IFRC'’s Global Agenda Goals.

* The decision making process is reviewed to reflect the importance of getting it right.
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Reporting lines and terms of reference

The reporting lines and terms of reference of an ESC coordinator are inevitably
challenging to define. Coordinators have to relate to the coordination structure in the field,
especially the RC or HC; they also have to relate to the country office and the regional and
zonal offices as well; finally they have to relate to the Secretariat, especially the Shelter
Department.

There appears to have been considerable confusion about reporting lines and terms of
reference in Tajikistan despite Geneva feeling that clear written TORs had been provided.
It is unclear how this confusion arose: one person interviewed reported that they had only
received a verbal TOR; another reported finding several versions on file with no clear
indication which one was in force; it was also unclear at times whether people were
referring to the TOR for the coordinator or for the cluster as a whole.

Recommendations

* These relations and their nature need to be defined in written TOR for the
coordinator; they need to be clear and workable; only one designated person
should have the authority to approve the TOR and any subsequent revisions.
Posting a reference copy on IFRC’s intranet might be one way of reducing
confusion.

» These TOR need to be compatible with the generic TOR developed by the IASC,
and any major differences due for instance to the MOU need to be highlighted,
understood and where necessary brought to the attention of both IFRC staff and
partners

Logistical and administrative support, and human re source management

By the very nature of emergencies, ESC coordinators have to be deployed rapidly and
given the inevitable difficulties in availability of suitable candidates, many will be external
consultants and all will be on shorter than ideal assignments necessitating effective
handovers.

This leads to considerable challenges in providing logistical and administrative support and
human resource management. These challenges were not always met in the Tajikistan
operation: problems were reported with travel arrangements, equipment, the payment of
per diem, debriefing, in addition to the issues relating to TORs as above.

To an extent this is inevitable in the circumstances, but another way of looking at the
problem is to recognise that the Shelter Department has taken on additional
responsibilities for maintaining a roster of coordinators and deploying them in
emergencies, and therefore needs to ensure that all the necessary systems and
associated resources are in place to fulfil its responsibilities.

Recommendations

» The forthcoming ESC coordinators meeting is used as the ideal opportunity to
identify what went well but also areas where improvement is necessary in terms of
logistical and administrative support, and human resource management.

» Checklists and standard operating procedures are revised or developed accordingly

» Shelter Department’s capacity to provide logistical and administrative support and
human resource management is reviewed and gaps addressed. This may well
require additional dedicated resources within the Department rather than relying on
either current members of the Department or other sections of the Secretariat.
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Annex A. Terms of Reference
A Review of the Tajikistan Cold Wave Response

Shelter and NFI Working Group

Background to the Tajikistan Shelter & NFI Working Group Review

Under the terms of a Memorandum of Understanding between IFRC and UN OCHA,
“subject to available resources, constitutional limits, and the rules and regulations of the
Federation, the Federation will assume a coordination role for emergency shelter in
specific emergency operations within an agreed coordination system”.

Tajikistan experienced its harshest winter for three decades with temperatures from early
January plummeting below minus 20 degrees Celsius. Reports indicated that the
combination of unusually cold weather and electrical shortages had a negative impact on
human life and welfare beyond what was normally the case during winter in Tajikistan.
Tajikistan's potential to produce electricity through its hydroelectric capacity is estimated to
be the highest in the region, but it depends on its neighbours, notably Turkmenistan and
Uzbekistan, for electricity during the winter months. However, due to power shortages in
those two countries, the amount that could be sent to Tajikistan had been vastly reduced
this winter. This has left people in some villages with only one or two hours of electricity a
day. The capital of Dushanbe also experienced severely reduced supplies of electricity
with the Tajikistan power company introducing strict rationing since 7 February. The supply
of daily electrical power was reduced to ten hours — five hours of electricity in the morning
(from 5:00 AM to 10:00 AM) and five in the evening (from 5:00 PM to 10:00 PM), meaning
no electricity overnight. The rationing has affected all residential buildings and businesses,
with the only exceptions being “facilities of state-wide importance.” Taking into
consideration that the centralized heating systems in Dushanbe and other cities have been
almost entirely paralyzed since the early 1990s, residents in apartment blocks have no
alternative means to heat their homes in the absence of energy from the city. An additional
difficulty was that water levels in the main reservoir had fallen to the critical level of 860
metres above sea level; this is drawing very close to the dead point, meaning a shortage
of water. The Asia-Plus information agency reports that the Tajikistan electricity system is
taking urgent measures to avoid such a critical situation. Many antiquated water pipes
around the country have either burst, become frozen or have clogged up. This evidently
has had a major impact on the availability of water, and with sub-zero temperatures
expected to continue, water shortages will remain an added hardship for the population,
already struggling through this harsh winter. The government of Tajikistan has requested
assistance from the international community in the form of an appeal for fuel and food.

The crisis developed in Tajikistan cannot be attributed to a single cause, but is rather the
effect of a combination of interlocking shocks that have left the population in urgent need
of humanitarian assistance. The slow-onset nature of the crisis was accelerated by the
plunge in electricity supply. On 31 January 2008 the Government of Tajikistan requested
the United Nations Resident Coordinator’s assistance in mobilising international
assistance. The emergency response was managed through Rapid Emergency
Assessment and Coordination Team (REACT), Tajikistan’s Disaster Management
Partnership comprising civil society, NGOs, the Red Crescent Society of Tajikistan
(RCST), IFRC country office and United Nations. Following the global cluster approach,
REACT was subdivided into sectoral groups for which UN agencies and the International
Federation of Red Cross and Red Crescent societies (IFRC) provided coordination
support. Rapid assessments were carried out by the involved sectors, namely water and
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sanitation, health, food, education and shelter and non-food items. A Rapid Response
Coordination Team was used to process the work of the sectoral groups into this flash
appeal and provide the link to the UN Resident Coordinator. The results of the REACT
assessments showed that cumulatively, the health, lives and livelihoods of two million

Tajiks were affected by the compound crisis and required urgent assistance.

On 21st February 2008, the UN Resident Coordinator in Tajikistan formally advised the UN
ERC of the use of the cluster approach to “optimize our collective efforts, strengthen
coordination among partners as well as to highlight the areas where additional resources
are need to cover priority needs”. The International Federation agreed to convene the
Shelter & NFIs cluster in support of the Government under the leadership of the
Committee on Emergency Situations and Civil Defence (COESCD). The Zonal
Representation of the International Federation requested support to enable the Disaster
Management capacity of the International Federation in country to focus on the emergency
operations.

IFRC was in charge of the coordination of the Shelter and No Food Items Cluster for two
months, from 28/02/08 until 28/04/08. At the end of March with the easing of the cold
wave, the attention of the cluster focused on developing strategies to address the spring
thaw and the anticipated flooding and landslides. With the ending of the cold wave
emergency and scaling back of distribution activities, at the end of April 2008 the
International Federation Shelter & NFI Cluster Coordinator indicated that the International
Federation would formally cease its cluster convener role, as ratified by the official letter
sent by IFRC Zonal office to the UN Resident Coordinator

Objective of the Tajikistan Shelter and NFI Cluster (SNFIC) Review
The objectives of the SNFIC review are to:

1. review and analyse the experience of the International Federation with respect to
the establishment and operation of the SNFIC, with a particular emphasis on
lessons to be learnt for future operations;

2. provide a foundation for establishing policy and guidelines for emergency shelter
coordination (cluster) leadership at a national level, including identification of the
appropriate mechanisms and procedures to support shelter leadership at the
national level within the Secretariat;

3. provide recommendations with regard to the International Federation’s leadership
of future emergency shelter coordination (cluster) activities both at global and at
national levels.

4. examine if there were aspects of the Federation's cluster leadership which
potentially might have or actually did compromise the mandate and principles of
the Red Cross/Red Crescent.

5. Recommendations in designing exit/handover strategy: what did work and did not
work in the emergency context.

Scope of the Review
The review will encompass, but not be limited to, the following areas:

1. The activation of the cluster process and the extent of involvement and influence of
the Federation, as an IASC member, in the decision-making process;

2. the understanding and support of the Federation’s shelter coordination role within
the in country delegation, the Zone, Regional Representation and Geneva,

3. the impact of the SNFIC on the Federation Delegation and the Tajikistan Red
Crescent;
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the design and implementation of the SNFIC, including factors and determinants
which provided the SNFIC’s strengths and weaknesses;

the value of linking and/or separating the SNFIC and the Red Cross relief
operation;

the design and implementation of the exit/handover strategy;

relations with other clusters, the UN system and the Government;

the staffing of the SNFIC and the support provided from the Secretariat;
the equipping and funding of the SNFIC,;

. issues with regard to visibility for the International Federation and the Red Cross.
. specific aspects related to the No Food Item assistance instead of shelter

assistance and implication in short, medium and long term perspective

Key issues that should be addressed include:

1.

The cluster activation process, the involvement of the International Federation as
an IASC member in this process, and the extent to which this activation was in
accordance with the activation process as stated in the OCHA Guidance Note.

The extent to which the UN RC and UN OCHA considered the established REACT
coordination under the leadership of the Committee on Emergency Situations and
Civil Defence (COESCD) to be improved with the activation of the cluster system
and what was the expected impact of the cluster system on the REACT
coordination (permanent or transitional).

What had been the underneath consideration and advantages to use the cluster
system to improve the response of the Humanitarian Community, according to the
different stakeholders active in the country.

The role of OCHA as the cluster coordinator, including OCHA's role in the
activation of the cluster process with reference to the Guidance Notes, OCHA’s
liaison with the Government on behalf of the cluster lead agencies including
ensuring the cluster process was in support of Government coordination
mechanisms, and OCHA'’s addressing of cross-cluster issues.

The role of the SNFIC in addressing all shelter and NFI related issues from the
outset, the sharing of that responsibility between appropriate agencies within the
SNFIC.

Exit strategy in this particular emergency context: challenges and opportunities to
design an efficient exit strategy.

Methodology

The methodology employed by the reviewer/s in gathering and assessing information
should include:

A field visit to Dushanbe;

Review of available documented materials relating to the start-up, planning,
implementation, and impact of the SNFIC (reference to the SNFIC Google/email
group and website);

Interviews with key internal stakeholders within the Secretariat in Geneva, (by
‘phone) with Regional Delegation in Almati, Country Office in Dushanbe, and the
Tajikistan Red Crescent;

Interviews with other key stakeholders;

Interviews with UN OCHA and the UN RC'’s office, UNDP office;
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Interviews with shelter agencies participating in the SNFIC;

If feasible, interviews with beneficiaries (beneficiary perceptions regarding the
extent to which the NFI response and the cluster approach is fulfilling their needs,
and their satisfaction with their involvement in planning processes).

Proposed Timeline

The exercise will be implemented over a period from 30/06/08 to 30/09/08, with the first
day spent in Geneva with Secretariat interviews.

Outputs

1.

Concise, written document with key recommendations and supporting information.
This document should be of use for discussing the IFRC experiences of the cluster
process internally and also with key donors and other stakeholders.

Additional notes, summaries of interviews etc. as appropriate, or supporting
documentation.

Summary of review activities undertaken, including interviews, visits, documents
reviewed etc.

Key reference documents provided:

1.
2.
3.

IFRC-UN OCHA Shelter MOU
IFRC Shelter Working Group Coordination Team TORs

All documents (meeting minutes, strategy documents etc.) from the SNFIC
website.
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Annex B. Questions posed in the Terms of Reference

Federation’s (emergency) shelter coordination role

1.

What was the level of understanding and support of the Federation’s (emergency)
shelter coordination role within the Country, Regional and Zone Representation
and Geneva

Cluster activation

2.
3.

4.

5.

Was the cluster approach activated in accordance with the OCHA Guidance Note?

What was the extent of the Federation’s involvement and influence, as an IASC
member, in the decision-making process?

What was the intended and actually impact of cluster activation on REACT’s
coordination role?

Was the cluster approach activated purely to improve the humanitarian response or
were there other considerations as well?

OCHA

6.

What was OCHA's role in:
a. Activation of the cluster with reference to the Guidance Note
b. Overall cluster coordination
c. Liaison with Government on behalf of the cluster lead agencies
d

. Ensuring the cluster process was in support of Government coordination
mechanisms

e. Addressing cross-cluster issues?

SNFIC

7.

8.

10.

11.

Were all the NFIs dealt with by SNFIC shelter related, and if not what were the
implications for SNFIC?

What was the impact of the SNFIC on the Federation Delegation and the Tajikistan
Red Crescent?

How well was the SNFIC designed and implemented, and what were its strengths
and weaknesses? In particular, was the SNFIC:

a. Adequately staffed, equipped and funded?

b. Adequately supported by the Secretariat?

c. Able to address all shelter and NFI related issues from the outset?
d

. Able to share responsibility for addressing these issues between appropriate
agencies within SNFIC?

How did the SNFIC relate with
a. other clusters
b. the UN system
c. the Government?

Was there value in either linking or separating the SNFIC and the Red Cross relief
operation?
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Exit/handover strategy
12. Was the exit/handover strategy well designed and implemented?

Visibility for the International Federation and the Red Cross

13. What was the impact on visibility for the International Federation and the Red
Cross of assuming the cluster lead role?
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Annex C. Memorandum of Understanding

MEMORANDUM OF UNDERSTANDING

BETWEEN

INTERNATIONAL FEDERATION OF
RED CROSS AND RED CRESCENT SOCIETIES

And

UNITED NATIONS OFFICE FOR THE COORDINATION OF
HUMANITARIAN AFFAIRS

In regards
to the International Federation Assuming a

Leading Role
in

Emergency Shelter in Natural Disasters
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This Memorandum of Understanding (“MoU”) is entered into by and between:

The International Federation of Red Cross and Red CresSenieties (the
“Federation”)

And

The United Nations Office for the Coordination of Humanitarian Affairs
(OCHA)

hereinafter referred to as the “Parties”.

1 Introduction

1.1  TheFederation and Emergency Shelter

In the context of the Humanitarian Response Revievaird by the United Nations Emergency
Relief Coordinator (ERC) gaps were identified in the igbibf the humanitarian community to
respond to humanitarian needs in several areas, includiagyenty shelter in natural disasters.

Based on a decision of the Federation’s Governing Bolaed-ederation’s General Assembly, held
in Seoul in 2005, adopted a resolution supporting “The Federatidfér to the [UN] Emergency
Relief Coordinator to take a leadership role in the prowmisdf emergency shelter in natural
disasters, on the basis of the conditions establiblgeithe [Governing] Board [of the Federation]
and an agreement to be negotiated by the Secretary Ganenatified by the Board.”

The first steps towards reaching an agreement with OGhAhe Federation’s “leading” role in
Emergency Shelter were taken through an exchange ofslettecluded on 9 December 2005,
between Mr. Markku Niskala, Secretary General of tedeffation and Mr. Jan Egeland, the UN
Emergency Relief Coordinator (see attached annex A).dsethetters, the parties agreed that
subject to a certain number of conditions being met Féderation’s offer of a “leading” role in
Emergency Shelter coordination and provisioning would be accefitede conditions included:

1. the Federation shall at all times be able to adhetagd-undamental Principles of the
International Red Cross and Red Crescent MovementNtbeement”) its policies and
procedures as well as those of the Movement, reld¢ganternational disaster response
(including the Seville Agreement);

2. the Principle of Independence is upheld in respect oadutrding required to exercise
this lead role;

3. the Federation will not accept accountability obligatidwesond those defined in its
Constitution and own polices; and
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4. the responsibilities of such leadership are clearly defileing no room for “open
ended” or unlimited obligations.

The Federation’s offer to assume a “leading role” inaudealing up its operational and
coordination capacities and strengthening its capacity inatkas of shelter delivery, policy,
technical expertise and the coordination of shelterireauents as well as agreeing to convene a
network of interested humanitarian organizations.

2 Purpose

In compliance with the Federation’s General Assenalaglgision, the purpose of this MoU is to set
out the terms and conditions under which the Partié<@operate together to best assure that the
emergency shelter needs in natural disasters are met.

3 Term

This MoU shall enter into force upon ratification by thed€ration’s Governing Board and shall
continue until terminated as set out herein.

4 Mandate and Governing Principles of the Federatio n

The Federation has a membership composed of 185 recognizeddi&ed Cross and National
Red Crescent Societies (the “National Societies”}s brganized as an international humanitarian
organization with a recognized international legal persiyniaiadquartered in Geneva on the basis
of a Status Agreement concluded with the Government dk&ikand. Its delegations in the field
benefit from similar arrangements with the applicabterernments. It is one of the components of
the Red Cross and Red Crescent Movement (the “Movément

Among its functions, the Federation is mandated to “brelgefr by all available means to all
disaster victims” and to “organize, coordinate and dinetdrinational relief actions in accordance
with the Principles and Rules adopted by the InternatiGonference.

Constitutionally, all Federation activities must be carried out “throoghin agreement with” the
National Society of the Country.

As per the Statutes of the Movement, “components ofMb&ement, while maintaining their
independence and identity, cooperate whenever necessargthgthorganizations which are active
in the humanitarian field, provided such organizations araupu s purpose similar to that of the

® Statutes of the International Red Cross and Red Crescent Movement art 6 para 4 ¢ and e.

® Art 3 para 2 Constitution of the International Federation: “In each Country the Federation shall act through
or in agreement with the National Society and in conformity with the laws of that country.”
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Movement and are prepared to respect the adherence byih@oments to the Fundamental
Principles.”’

The activities of the Federation are further governed by the following instruments, among
others:

I. The Fundamental Principles of the International Red Cross and Red
Crescent Movement (attached as Annex B);

ii. The Statutes of the International Red Cross and Red Crescent Movement;

iii. The Resolutions and Decisions of the Council of Delegates of the
International Red Cross and Red Crescent Movement and of the
International Conference of the Red Cross and Red Crescent Movement,
including but not limited to “The Movement Regulations on the Use of the
Emblem of the Red Cross or the Red Crescent by the National Societies”;

V. The Resolutions and Decisions of the Federation’s General Assembly and
Governing Board; and

V. The Agreement on the Organization of the International Activities of the
Components of the International Red Cross and Red Crescent Movement
(the “Seville Agreement”).

5 Definition of Emergency Shelter

For the purposes of this MoU, it has been agreed that “Emergency Shelter” is defined as:

“the provision of basic and immediate shelter needs necessary to ensure the survival
of disaster affected persons, including “rapid response” solutions such as tents,
insulation materials, other temporary emergency shelter solutions, and shelter related
non-food items.”

This definition explicitly excludes transitional and permanent housing. The Federation
reserves the right to amend this definition subject to its development and approval of
emergency shelter polices by its General Assembly.

" Statutes of the International Red Cross and Red Crescent Movement art 7 para 5
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The term ‘Disaster’ is used in the broad sense to include natural and technological
hazards, but excluding situations of armed conflict.

Disaster: A serious disruption of the functioning of a community or a society causing widespread
human, material, economic or environmental losses which exceed the ability of the affected
community or society to cope using its own resources. A disaster is a function of the
risk process. It results from the combination of hazards, conditions of vulnerability and
insufficient capacity or measures to reduce the potential negative consequences of risk.

Natural hazards: Natural processes or phenomena occurring in the biosphere that may constitute
a damaging event. Natural hazards can be classified by origin namely: geological,
hydrometeorological or biological. Hazardous events can vary in magnitude or intensity,
frequency, duration, area of extent, speed of onset, spatial dispersion and temporal spacing.

Technological hazards: Danger originating from technological or industrial accidents, dangerous
procedures, infrastructure failures or certain human activities, which may cause the loss of life
or injury, property damage, social and economic disruption or environmental degradation.
Some examples: industrial pollution, nuclear activities and radioactivity, toxic wastes,
dam failures; transport, industrial or technological accidents (explosions, fires, spills).

6 Activiies Assumed by the Federation in a “Leadin g Role” in
Emergency Shelter

In assuming a “leading role” in Emergency Shelter provision, the Federation in cooperation
with interested National Red Cross and Red Crescent Societies, will deliver on the
following objectives:

A. Globally:

6.1Lead a Network of Interested Organizations . The Federation will coordinate a group

of interested stakeholders in ‘emergency shelter’ the objective being to:

» establish a broad partnership base that engages in enhanced standard setting,
monitoring and advocacy;

» establish and strengthen surge capacity and standby rosters;

* secure consistent access to appropriately trained technical expertise;

» establish or improve material stockpiles;

* improve response capacity through pooling and complementarity of effort and
resources.

Specifically, the Federation will ensure:

* that assessments of the overall needs for human, financial, and institutional
capacity for emergency shelter in natural disasters are undertaken;
» that currently available capacities and means for their utilization are reviewed,;
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» that the network’s work is linked with other areas of activity, including preparedness
measures and long-term planning, standards, best practice, advocacy, and
resource mobilization;

» that action is taken to ensure that required capacities and mechanisms exist,
including rosters for surge capacity; and

* that training and system development at the local, national, regional, and
international levels is undertaken.

Through the Inter-Agency Standing Committee (IASC) the Federation will aim to ensure
that the work of this group is shared and coordinated with agencies working in related
areas.

6.2 Scaling up its Operational Capacity: = The Federation aims to scale up its global
operational capacity in Emergency Shelter to support international responses to the
emergency shelter needs of persons affected by natural disasters. The Federation will do
its best to (1) make the humanitarian community aware of emergency shelter needs, and
(2) mobilize a response to these needs.

6.3 Limitations

Neither the Federation nor the National Societies shall be held responsible for meeting the
emergency shelter needs of affected persons when these are not being met by other
agencies. The Federation will, insofar as adequate resources are made available, ensure
adequate needs assessment, project design, budgeting, fund-raising; advocate for and do
its utmost to ensure an adequate and appropriate response as far as the network’s
capacities, resources, as well as the access and security situation allow

B. Specific Emergency Operations:

6.4 Coordination role : Subject to available resources, constitutional limits, and the rules
and regulations of the Federation, the Federation will assume a coordination role for
emergency shelter in specific emergency operations within an agreed coordination system.
When the Federation determines that it is not able to play this role it will inform the ERC
immediately to allow for swift alternative action.

In a specific emergency operation, the Federationseilk to strengthen coordination within the
network it will establish for emergency shelter in natutisasters by clarifying the division of
labour among organizations, better defining roles and regptitres.

Specifically, the Federation will ensure:
* that needs assessment and analysis of emergency shel@ural disasters is undertaken
fully inclusive of partners and with the participationadfiected populations;
» identification of the capacities of network participaamtsl other relevant actors;
» development of response plans to address priority needs;
» appropriate delegation and following-up on commitments fretwork participants to act
in particular areas;
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» awareness for emergency shelter needs in naturaltetisasesource mobilization, and
interaction with other groups that coordinate specias of activity;

e sustaining mechanisms through which the network as a whotetar® and assesses its
performance.

7 Financing

It is agreed that IFRC will fund its own activities as set out in this MoU. The United
Nations Emergency Relief Coordinator and OCHA will encourage donors to contribute to
emergency shelter activities, including the Federation’s emergency shelter activities,
according to emergency needs on the ground. In line with the leadership role in the
provision of emergency shelter in natural disasters, IFRC will coordinate, with other
agencies in the emergency shelter network, the HC/RCs and OCHA, the preparation of
Appeals and other funding activities to ensure coherence in the emergency shelter
response.

8 Public Representations

It is agreed that any OCHA press releases and any other public announcements
concerning the role or activities of the Federation and/or the National Societies in
Emergency Shelter, will reflect the terms agreed in this MOU and the Exchange of Letters.

Specifically, the Federation shall be referred to as the “convener” of the Emergency
Shelter Network.

No Party shall use the name, emblem or trademarksypfother party, its subsidiaries, and/or

affiliates, or any abbreviation thereof, in connectiith its business or otherwise without the
express prior written approval of the other Party in eade.

9 Reporting/Coordination

The Federation agrees to regularly keep the ERC and the HC/RC informed on the
progress of the activities set out above, through the mechanisms established by the IASC
and through any specifically agreed coordination mechanisms established for individual
operations.

10 Final Provisions:

10.1 Subject to Available Resources All Federation activities envisaged under this agreemexik sh
be subject to available funding and capacity for sheltate activities.

10.2 Termination:
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a. Either of the Parties may withdraw from this MOU folyaeason at any time with ninety
(90) days prior written notice.

b. Either Party may immediately terminate this MOU ifi{§) name, logo or emblem suffers
disrepute as a result of the acts or omissions of ther d®arty, or (i) after having
brought to the attention of the other Party a grave tawlaof the present agreement
provided the other party has not rectified that violatiathiw fifteen (15) days of receipt
of notification.

c. In case of termination, the Parties undertake to comtio collaborate in good faith with
a view to allow for the smooth winding down of any actestigoverned under this
agreement.

10.4 Dispute Settlement:

Should there be disagreement between the signatoridgs agreement or the Country Level or
Project Level agreements a course of action, the matter will be sent orllevant Headquarters
to be resolved through negotiation

10.5 Amendment:

The MOU may be modified at any time in writing as agregdhe Parties. Material modifications
will only go into effect once ratified by the Federat®@overning Board.

10.6 Privilegesand Immunities:
Nothing in or relating to this MoU shall be deemed a waiegpress or implied, of any of the
privileges and immunities of the United Nations, includingH2C nor of the Federation or its

membership.

In witness whereof, both Parties have initialed each padesigned the day first herein referred to:

Markku Niskala Jan Egeland

Secretary General Under-Secretary General
International Federation of for Humanitarian Affai
Red Cross and Red Crescent Societies and EmgrBehef
Signature: Signature:

Date and Place: Date and Place:
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Annex D. UN Resident Coordinator’s letter to ERC 21  .02.08

&

Office of the United Nations Resident Coordinator in Tajikistan

21 February 2008

Ref: UNRC/NV/MN/FO/08/030

Mr. John Holmes

UN Emergency Relief Coordinator and

Under Secretary General for Humanitarian Affairs
OCHA New York

Dear Mr. Holmes,
DESIGNATION OF CLUSTER LEADS IN TAJIKISTAN EMERGENCY

As you are aware, Tajikistan has experienced severe weather conditions recently,
imposing an urgent requirement for humanitarian responses in several sectors.

Following consultations in the humanitarian country team, we have agreed to use the
cluster approach to organise our response to the current disaster in Tajikistan. The cluster
approach will enable us to optimise out collective efforts, strengthen coordination among
partners as well as to highlight the areas where additional resources are needed to cover
priority needs.

In Tajikistan, the Rapid Emergency Assessment and Response Team (REACT)
coordinates humanitarian response at the operational level under the Committee on
Emergency Situations and Civil Defence (COESCD). REACT is co-chaired by COESCD
and the UN Resident Coordinator and is comprised of INGOs, UN agencies and relevant
Government departments. REACT has proven an effective information sharing forum
and coordination mechanism that places the Government in the ‘driver’s seat’ while
ensuring maximum cohesiveness between Government and the international community.
The pre-existing sectoral working groups and designated leads within REACT are as

follows:

Cluster Lead agency Government lead
Emergency Preparedness UNDP COESCD/REACT
Health WHO MOH

Water and sanitation UNICEF MOH, MOM&WS
Food Security WEFP MOA&E
Education UNICEF MOE

Emergency shelter & NFIs IFRC COESCD

Logistics UNILC COESCD, MTC
Energy & Early Recovery UNDP MOE&I/MOED&T

We would wish to retain the existing REACT mechanism to avoid establishment of

Aini St. 39, Dushanbe, Tajikistan, Tel: (reception) +992 (474) 410670 Tel (calls inside Tajikjstan) +992 (474) 410679 Tel: (calls outside
Tajifistan) +47 (2) 4136931 Fax; +992 (474) 410646 E-mail: michaeljones @undp.org or registry.tj@undp.org
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parallel mechanisms. The Cluster Approach which would enable UN agencies and donors
to bolster the REACT Sector/Cluster groups and to facilitate logistics, procurement,
customs clearance and information management and reporting. Please note the Logistics
Cluster would be activated pending results of a WFP/UNJLC assessment to be deployed
over the next few days. An interagency Logistics Support Unit has been established under
WFP’s lead to cover requirements in the interim.

I would be grateful for your support in mobilizing the required resources outlined in the
flash appeal to meet the urgent humanitarian needs in Tajikistan. I would also be grateful
of you could inform the global sector/cluster leads of these arrangements in place for the
humanitarian operation in Tajikistan, and if you could confirm that there are no
objections to these arrangements.

Yours sincerely.

Michael PNJones
UN Resident Coordinator, Tajikistan

Aini $t. 39, ushanbe, Tafikjstan, Tel: (reception) +992 (474) 410670 TeL. (calls inside Tafikjstan) +992 (474) 410679 Tel: (calls outside
Tajifjstan) +47 (2) 4136931 Fax; +992 (474) 410646 E-mail: michaeljones @undp.ory or registry.tj@undp.org
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Annex E. Message from the ERC on the Cluster Approa chin
Tajikistan 27.02.08

Letizia Rossano/OCHA/NY
27.02.200823:04

Message from the ERC on the Cluster
Approach in Tajikistan

THE FOLLOWING IS A MESSAGE FROM JOHN HOLMES, EMERGE NCY RELIEF
COORDINATOR

Dear Michael,

Thank you for your letter dated 21 February on the designation of Cluster Leads in Tajikistan Emergency in support of
the Government of Tajikistan. | have sent a message to IASC members on the eight priority areas you have mentioned
as reflected in the existing Rapid Assessment and Response Team (REACT) under the Committee on Emergency
Situation and Civil Defence (COESCD) of the Government of Tajikistan.

There were no objections to your proposal to retain the existing REACT mechanism, as well as the agreed arrangement
regarding the designation of WFP as the cluster/sector lead agency for the Logistics cluster, rather than UNJLC.
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Annex F. Key documents

1. Red Crescent Society of Tajikistan Contingency Plan, confirmed by RCST HQ
decree (from May 04 2007)

2. End of Mission Report, Steve Barton, Australian Red Cross, 15" April 2008
Delegate’s Final Report, Ene Mai Oks
4. Minutes of SNFIC meeting 4™ March 2008

w
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