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Background

Under humanitarian reform and the cluster approach, the IASC principals endorsed the creation of the protection cluster, which consists of a diverse body of agencies with distinct protection mandates.  The protection cluster represents the first systematic attempt by the humanitarian community to bring together protection actors across UN and non-UN organizations.  The rationale behind this bold experiment is based on agencies desire to build a more comprehensive, integrated protection response, while at the same time ensuring an effective, predictable and accountable response within functional areas of protection expertise. This dual mandate distinguishes the protection cluster from the other ten clusters and required high level coordination and interagency collaboration.
The UNHCR-led global protection cluster is currently comprised of five functional specialty areas, each with a designated focal point agency:  Child Protection (UNICEF), Gender Based Violence (UNFPA), Rule of Law (UNDP), Mine Action (UNMAS) and Land Housing and Property Rights (UNHABITAT). Similarly to cluster lead agencies, focal point agencies are responsible for establishing coordination mechanisms, leading needs assessments, capacity building, establishing benchmarks and developing and promoting interagency standards within their areas of responsibility.  They are also the “first line” provider of last resort in these specialized areas.
Despite this critical role, it has not been well developed within the overall framework of the humanitarian reform agenda and the cluster system in particular.  Child protection has not been defined as a separated and specialized field of protection, but has been assumed to be a constituent part of protection globally.  In fact, the recent IASC cluster evaluation and the UNHCR-led RTEs of the protection cluster regarded the cluster as a homogenous group, tended to focus exclusively on comprehensive protection responses, rather than noting the strategic and technically focused elements of child protection, land and housing rights, rule of law, etc.  This lack of attention to the areas of responsibility has resulted in poor awareness among humanitarian actors about the challenging dual mandate of the protection cluster to support development of coherent protection strategies while also recognizing specialized technical areas such as child protection which have a well-developed and differentiated practice to meet the needs of a large segment of an affected population.     

To raise the child protection profile within the cluster approach, child protection agencies undertook a preliminary, interagency survey to document how child protection is organized, managed and coordinated within the protection cluster.  Eight countries were selected, including Uganda, DRC, Somalia, Liberia, Lebanon, Philippines, Mozambique and Ivory Coast.  The survey also aimed to provide child protection actors with baseline data on coordination structures under the cluster approach and to list key recommendations for global actors on how they could better support the field.  Finally, the survey inventoried promising practices, tools and experiences at the country level to facilitate exchange across field operations.
Uganda represented one of the best resourced, most advanced child protection coordination mechanism among the eight countries surveyed.  Not only are resources dedicated to ensure a full time coordinator at the national level, but significant resources are earmarked to support leadership at the district level.  The sub-cluster is also comprised of an active membership of local and international NGOs, as well as government representatives. Furthermore, the sub cluster has mobilized significant funds for interagency work, which has lead to the development and production of several interagency guidelines and tools.  These results suggest that establishment of the sub-cluster in Uganda led to a more coordinated, effective emergency child protection response.  As a result, in April 2008, UNICEF offered support to the global Child Protection Working Group to better document how the child protection sub cluster in Uganda has impacted interagency collaboration and response. 
Objectives:

Building on the initial interagency child protection/cluster survey, the documentation project aims:
1) To document real and perceived changes in partnership (pre-cluster/cluster), including number of actors, diversity of membership and quality of partnership as reflected by the GHP Principles of Partnership. 
2) To document real and perceived changes in geographical coverage in emergency impacted areas and the nature/scope of the response (pre-cluster/cluster);
3) To document whether the sub-cluster has resulted in more standardized, professional child protection responses according to national/international standards and guidelines; 

4) To document members’ perceptions about how initiation of the child protection sub-cluster has impacted their agencies’ internal programming and child protection responses.

5) To document real and perceived changes in advocacy efforts (pre-cluster/cluster) at the sub-national/national levels.

6) To document new –and potential - partnerships created as a result of working within the broader protection cluster.
7) To document the perceived changes in status of child protection  (pre-cluster/cluster) and representation within the IASC country team level. 

8) To document lessons learned and promising practice related to effective and efficient child protection coordination under the cluster approach. 
Sub-topics will also include:  1) Overview of the emergency context in Uganda, 2) Historical profile of child protection coordination mechanisms in Uganda at both the national and sub-national level; 3) Quality of partnership between child protection actors and the UNHCR led protection cluster (based on the POP), 4) Members’ perceptions on minimum investment/resources  required to be an effective sub-cluster partner, 5) Fund raising activities of the child protection sub-cluster;  6) Perceptions about how coordination structures have fostered or hindered more systematic, holistic child protection responses. (pre-cluster, cluster)   
The document will not evaluate the actual impact of the interagency child protection response on beneficiaries, but will focus on the impact of triggering a child protection sub-cluster on partnerships and whether working as a sub-cluster has resulted identified and responded to gaps in programming and coverage.  For a more detailed draft checklist to guide semi-structured interviews, please see Annex A. 

Overview of Methodology:
The interagency team is composed of three child protection experts representing UNICEF, OCHA and CCF.  The team will spend equal time in Kampala and the field, visiting at least three field sites (Proposed sites include Lira, Gulu and Kitgum).  Key sources of information include government representatives, UNICEF, UNHCR, OCHA and sub-cluster NGO partners.  The team will also participate in a national child protection sub-cluster meeting on June 4th. If appropriate, the team will also meet with community representatives working in the child protection committees at the sub-district level. 
Key information collection methods include: 1) Document review, 2) Semi-structured interviews with key informants, 3) Group discussions with child protection sub-cluster members using participatory tools; and 4) Observation
Proposed Dates:

May 27 to June 7, 2008

Annex A

Draft Checklist for Documenting the CP response under the Cluster Approach in Uganda
· Descriptive Overview

· Overview of the emergency context in Uganda

· Overview of CP coordination structures/mechanisms at the national and sub-national level (pre-cluster, cluster)
· Structures, Purpose, Membership

· Level of Coordination Resources (staffing, convening resources)
· Linkages between field and national level

· Linkages with other protection actors

· Changes in Partnership (Pre-cluster/Cluster)
· Membership  (numbers and diversity)
· Quality (GHP POP – See Annex B)
· Transparency
· Equity
· Complementarity

· Responsibility

· Result-oriented

· Quality of partnership within the broader protection context (GHP POP) 

· Changes in Coverage (Pre-Cluster/Cluster)
· Geographic

· Population

· Program Scope

· Changes in Advocacy (Pre-Cluster/Cluster)
· Strategies

· Activities

· Targets

· Perceptions of Effectiveness
· New and Potential Partnerships with other Protection Actors/Clusters
· Protection Cluster (Level 1: Comprehensive/integrated protection responses)

· Other AoR (Level 2:  Specialized areas of protection)
· Other Clusters

· Changes in Resource Mobilization (Pre-cluster/Cluster)
· Overview of  fund raising approaches
· Members perceptions on degree of joint decision making around funding priorities
· Degree of CP funding requested and received under the CERF, Flash, CAP and other funding mechanisms.

·  Perceptions on levels of funding pre and post cluster establishment
· Perceived Changes in Status (Pre-Cluster/Cluster)
· Channels of Representation within the international community, Gov’t, Donors 

· Level of Access to High Level of Decision Makers (UN, Gov’t, Donors)
· Perceptions of Status


· Promising Practices/Lessons Learned 
· Useful Tools (IA assessments, 3Ws, IA work plans,  IM)

· Promotion of  Standard/Professionalized responses (national/international standards)

· Field-National Relationship 

· CP-Protection Cluster Relationship
ANNEX B: Principles of Partnership

A Statement of Commitment

Endorsed by the Global Humanitarian Platform, 12 July 2007
The Global Humanitarian Platform, created in July 2006, brings together UN and non-UN humanitarian organizations on an equal footing.

· Striving to enhance the effectiveness of humanitarian action, based on an ethical obligation and accountability to the populations we serve,
· Acknowledging diversity as an asset of the humanitarian community and recognizing the interdependence among humanitarian organizations,

· Committed to building and nurturing an effective partnership,

… the organizations participating in the Global Humanitarian Platform agree to base their partnership on the following principles:

· Equality 

Equality requires mutual respect between members of the partnership irrespective of size and power. The participants 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.  

Annex C:  Tentative Schedule

May 26th:  Team Arrives/prep session 

May 27-28th:  Meetings with Key informants in Kampala (GoU, OCHA, UNHCR, UNICEF, NGO partners)
May29th-May 31st:  Lira (MH returns to Kampala on Saturday)

June 2-3rd:  Gulu and Kitgum- MH returns to Kampala

June 4th: CP Sub-cluster Meeting, Kampala 

June 5th-May 7th:  Follow-up interviews, report prep 

June  7th evening: Team Departs 

