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Introduction 

In December 2005, the Inter Agency Standing Committee (IASC) Principals requested an evaluation of the Cluster Approach after two years.  The evaluation was divided into two phases, the first focusing on process indicators – the achievements and limitations of the cluster approach, and lessons learned emanating from its rollout.  This phase was finalized in 2007 and has been widely circulated throughout the humanitarian community.

While a positive correlation is assumed to exist between improved systems and better humanitarian outcomes, the Phase II Cluster Evaluation (Cluster II) aims to explicitly evaluate the cluster approach on its results towards improving the humanitarian response.  To this end, an independent consultant was hired to develop a framework for Cluster II.  This was undertaken in consultation with a steering committee comprised of stakeholders from the UN, donors and NGOs, featuring professionals with evaluation experience and expertise on the cluster approach.  Further, the consultant met with each of the 11 clusters, focal points for the cross-cutting issues, and various stakeholders to ensure that issues particular to each cluster were incorporated into the evaluation, and to define relevant indicators and benchmarks.  

Six countries have been selected, representing a diversity of situations in which the clusters are operating.  Variables taken into consideration during the selection process included the level of government engagement; existence of strong humanitarian response pre-cluster implementation; presence of an integrated mission; proximity vis à vis ‘transition’; driver(s) of humanitarian response, i.e. natural disaster, conflict; and extent of cluster implementation.  Countries selected are Democratic Republic of Congo, Myanmar, the Occupied Palestinian Territories, Chad, Haiti and Uganda.  

The evaluation will yield six stand-alone country reports with findings and recommendations, as well as an overall synthesis report which will asses the overarching aims of the cluster approach and distill major lessons learned about its application in the context of the wider humanitarian reform.  Additionally, a clear results framework with indicators and benchmarks will be delivered so as to allow clusters to monitor their implementation progress.  The evaluation should also serve as a baseline for future evaluations of effectiveness and impact of the cluster approach in terms of the quality of response delivered.

Contracting of an external consulting firm to conduct the evaluation is currently underway, with teams envisaged being deployed beginning in July 2009.  Preparatory missions to undertake preparatory work for the evaluation are scheduled for May and June 2009.  

Purpose of the Preparatory Visits

The success of the evaluation missions will depend on how well prepared each country office and the clusters are in providing appropriate data, facilitating field missions and arranging appropriate stakeholder meetings. It is also important that each country being evaluated has been briefed in the same manner to ensure consistency in data collection processes. The OCHA Evaluation Studies Section (ESS) departments in Geneva and NYC have planned preparatory missions in all six countries to activate this process.  
The purpose of these meetings is as follows:
· Brief the respective UN Country Teams, Heads of Agencies (HoA), Cluster Leads, Government (as appropriate), and cluster stakeholders on the purpose, scope, methodology and timing, of the evaluation. The conceptual framework, developed in consultation with the global clusters and with the Phase II Evaluation Steering Committee, will be presented and explained. It will be important for stakeholders at the country level to understand how the indicators were developed and the links between the processes and ultimate effects that will be evaluated. 

· Establish the necessary working relationships in-country to facilitate effective management and implementation of the evaluation, facilitating engagement and buy-in from the broad spectrum of stakeholders. 

· In collaboration with each Cluster, engage in a discussion of the outlined indicators, generated from the global clusters, to identify how each may be measured (interviews with stakeholders, documents such as: work plans, sitreps assessments, information sharing frameworks, mapping tool records of meetings, financial data, appeal submissions, direct observation of programs, etc.), and what specific sets of data are available to support construction of the indicators. This will be an opportunity to refine any of the cluster specific indicators based on feasibility and availability of data sources at the country level. 

· Explain the on-line library usage which will house all of the pertinent reports. Instructions for how to upload documents onto the on-line library will be explained and shared with the clusters. They will be responsible for updating all pertinent information. 

· In collaboration with each Cluster, conduct an analysis of site locations and visits throughout the country, and reach consensus on map of areas to be visited taking into consideration access and security as well as sampling.

· Elicit UNCT, HoA and Cluster Lead commitment to provide the necessary data and background information.  Subsequently serve as focal point to collect, organize and forward data and information onto consultant teams.

· Gather concerns/issues from the country offices and relay those back to the evaluation team so that they may prepare and take measures to mitigate potential challenges.
Staffing for Preparatory Visits

The following schedule outlines the ESS staffing of the preparatory missions. The dates are still to be finalized. 

· Claude Hilfiker, OCHA Geneva: Chad and DRC

· Scott Green, OCHA NYC: Myanmar

· Jock Paul, OCHA NYC: Haiti

· Jessica Alexander, Consultant: Uganda and oPt
Outputs
Upon completion of the advance mission, a management plan will be drafted based on consultations undertaken and information provided during the mission.  The document will serve as a comprehensive plan for the forthcoming consultant evaluation teams and will include the following:

A.
Administration and Logistics

· Proposed plan for geographical scope of the evaluation and site visits

· Administrative support arrangements (where applicable)

· Security (where applicable)

· Logistical arrangements (where applicable)

B. Clusters and Cross Cutting Issues

· Identified focal points and contact information.

· Set of background documents and data sources which will be posted to the on-line library.

· Strategy for measurement of each priority indicators, including identification of key stakeholders to survey, relevant background information (i.e. WWW, existing data, evaluations/studies/surveys undertaken), and geographical locations for measurement.

· Identification of most relevant supplemental indicators.

· Model of application pre- and post-disaster.

· Strategy for addressing cross cutting themes.

C. Humanitarian Community

· List of key stakeholders and contact information.

· Identification of focal points and contact information.

· Set of background documents on country and regional context

In addition, upon completion of these missions the following will also be expected at country level:
· Data collection initiated by country team, clusters and cross cutting focal points
· Preparation of logistics (field visits, stakeholder meetings, etc) for evaluation team initiated
Activities to be completed prior to preparatory visits
The following activities need to be completed before the preparatory visits:

· In country meetings set up with all relevant stakeholders: HCT, individual cluster groups, government stakeholders (as necessary) with logistics arranged: Country offices/ OCHA focal point
·  Reports (TOR for evaluation, proposal from GPPI, Phase Two Cluster Evaluation Framework Report with Appendices, List of Generic Indicators, List of Cluster specific indicators) sent to country offices: Headquarters office
· Reports shared with clusters and cross cutting focal points: OCHA focal point
Duration

The total duration of the advance mission will be five to ten working days.
� See Cluster Approach Evaluation Final Draft.  ODI, London:  November 2007.





