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EXECUTIVE BMMARY

The core challenge to the response to Koshi, not justHBIC (International Federation of the Red Cribgs)
Emergency Shelter Clust@SChut for all clustes and their responsible agencies, vgasiginga proper
response that balanced the impaive to deploy the cluster when there is a needth a respect foand
incorporation of,in-country capacity, especially when it became clear that this would be at most-keweal
disaster.This challenge has been made more complex by a move to nadgtigate the cluster systern
Nepalbut formalise it permanently, which had implications for the responsefahge crisis coordination.

For IFRC what takes centre stage is less the actual activities BSthétsethan the relationship of the
Fedemtion as convenor of thelusterboth at global and irtountry levels. In fact, the intricacy of this disaster
which demanded an international response to levels below the deployment of a full coordination team and
involved the formalisation of clusters atcountry level has actually highlighted the complexity of the
relationship of IFRC to the cluster system dhuninated some existing tensions as well as future challenges.

TheResponse

Following the breach of the Koshi embankmelose to 70,000 peoplfled to high ground to avoid the

flooding. Search and rescue managed by government was reportedly of a good order; few deaths were
recorded. A joint governmerdUN lead coordination system was launched at field and capital levels.
Throughout the responsehe work of the humanitarian actors, of clusters and coordination, has been largely
focused ortemporary camps established in and around community buildings as well as available unaffected
land. Almost all those who fled needed housing and thus emetgestelter had an important role to play.

Anecdotal evidence suggests that the response and the coordination of the reshamseverallbeen good.
Throughout the disaster, with perhaps a feaoblematicexceptions, humanitarian need has been met.
There tavebeen,however,some issuewhich are relevant to understanding both the developmentiad
response for emergency shelter as well as its actual activitlasincludesthe weakness of government such
as its overreliance on otheréi K S 3 2 @ Snislliflity ® yoortirate wellits lack of consultation with
partners and hovthe politicising of aid affected its worecondly there were some serious disconnections
within coordination through the cluster system, which included a general lack of unddnstpra slow speed
of responseandthe seeming development of parallel systems. Thirdly, it was felt by many that the work of
clusters was imbalancedome did not embrace their leadership role under the cluster system and this
seriously impacted in intecluster work as well as lead to issues such as an absence of firewall between
operations and coordination, a lack of capacity and independence, and the perception that there were
different levels of expectation for different clusters.

Although the low levkof prioritisation of disaster management in Nepal, as well as the question of how
unmet needs in disaster might exacerbate or create conélie important context to the responséhe key
factor affecting that responseas the manner in which the clustsystem was activatedh response to
Koshi the cluster system was not only activated but also formalisediecided as a standing system with
standing leadershiprhe evaluation has revealed sotngportantissues with this, which include
misunderstardings of what cluster leadsignedup for,an absence ofliscussion on key issues and perhaps
even incompatibilities between global clusters and standing systemdjraited government involvement in
the process. In fact the manner in which the clustestegn has been set up and tieanagemenbf the
system once created has been a key aspect of problems in the response indicated above.
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Activisation of the Emergency Shelter Cluster

¢CKS 9{/ Qa NBalLRyasS (2 Y2aKA ¢ adoenmamerinwiich® o6& GKS
cluster system has been formalisdthis relatively small disaster (in South and SeE#st Asian terms) has

actually proved more difficult to respond to than larger ones because a fububtyf the cluster would be

seen as aexaggerationYetat the same time coun& O LI OAGe& gAUGKAY (GKS bw/{ IYyR
Delegation, despite some development, was deermadifficient

The IFRC has expressed some concern about the manner in which the formalisation of the clusteraystem h
pressurised it into making a decisidyt more importantthan this is how tk process has highlighted

existingd Syaizya gAGKAY GKS 3JIt20Ff Of dZaGd SN) ae arhe®Y | yR LC
are some importanfurther challenges fotFRC when it comes to considering if or how to have a permanent

Of dZAGSNI NRtS Ay 020K bSLIE FyR 2GKSN) O2dzy G NASAY FAN
secondly, the complexity of having a RN actor leadingvithin a structurelargelydominated by the UN

and thirdly, the complexity of the role of National Societies within a permanent dtgiraduster structure

In this case the IFRC responded to the request for formalisation by modifying the norreaitralincludea
large capaity-building component, both within the global cluster itself as well as with the National Society.
Thiswas seen as buildinfgr the future both in Nepal and globally. The team therefore included an
experienced coordinator, a trainee coordinator, an hnfiation Manager on his first mission and two national
staff recruited through the National Societynfortunately the capacity building element was undermined by
a lack of a concrete plan of action and clear objectives, a lack of continuity in earlygstdffne ESC team
and a somewhat difficult relationship between the ESC and the National Sddietiatter is especially
important for the Federatioxamine as the cluster system continues its development.

Other aspects of activation of the cluster linting both the handover and the logistical/administration
arrangements have been without major problem. The former still has issues of the lack of capaidity of
Habitat and the latter could be improved through a more flexible arrangement for contragsffing that
puts more power in the hands of those responsible: the coordinators themselves.

Activities of the Shelter Cluster

In general the actual activities of the cluster coordination team have been successful and there have been
few if any concerns afnmet need, no doubpartly because this was a relatively small disaster compared to
others such a€yclones Sidr and Nargisecdotal evidence suggests the ESC to be one of the better clusters.

The ESC has in general worked well witiersespecially ith implementing partners within the cluster,

whomhave held its work in high regar@here have been problems working with some of the other clusters

but it appears this is dut alack ofuniformO2 YYA G YSy G (2 GKS Of dza i SNJ LINEOS&aa
weakness. Of some concern is the relationship with government where the speed and depth of the ESC has

left key partners behind and has challenged tledegations ongoing capacity building attempts.

The ESC has been at the forefront of some of the key adyozhallengeénd hasvorked closely with

others, especially OCHA atite Camp Coordination and Carfanagement (CCCM) clustan many of

them.) There have been some notable difficultte@wveversuch as ensuring a complete respect for minimum
standardsby government and ensurinfjose displacd andstaying with host families to be properly
registered and supported with aid.
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Summary and Recommendations

At a global level IFRgDould examine kdepth how the Koshi response has challenged the role of the
Feckration as ESC convenor. It shopiibritise the issue of formalisation of clustexad work through the
current tensions and future problems, developing suitable policy both internally and within the cluster
system. This should Wellowed by a reevaludion of its own deployment scenarios with special emphasis on
how to better build incountry capacity. It should also strengthen current Terms of Referdi€Rpf

deployed staff and consider how to give them (and/or the delegations they work with) demisionmaking
freedom in administration and finances during disasters. There are specific areas such as beneficiary
communications which could also be strengthened. Finally the Federation should consider how better to
support UNHabitat in its developmerof its handover rad.

At a country level the Federation needs to carefully consider its role in the formalised cluster system,
especially how that interacts with the National Soci€lgre to this is an insisteneéthin the IASGhat there

be a proper fan for all clusters, modified and agre&@@Rsand that expectations for all cluster leads are the
same.Work to develop the capacity of all national actors, especially key partners the National Society and
SYSNBSyOe Qa &KSt S NEtheDaparient afJRrhayi Develogmerk and Buldihy Soyitiol>
(DUDBCip essential.

RECOMMENDATIGNSLOBAL CLUSTER

1) KoshiReview ! yIFfeasS Ay RSGFIAfT (G(KS OKIffSyaSa (KAa R
role as Emergency Shelter Clusten@mor.

2) Permanent Cluster Establishmemtd IFRC Deployment Policy

a) Policy The Federation has to develop policy about how to manage the drive to have permanent,
formalised clusters in countries where it is expected to be ready to respond to disastisrpolity
should include a balance of the following points:
1 When to deploy the cluster and when to relay on national capacity.
91 A deliberation on the role of the National Societies and their place in any formalised system.
1 Whether or not to (or how much jochallenge the drive to institutionalise clusters at a
country level

b) Relations to the Global Syste@ontinue to push for clarity in the area of the establishment of
permanent clusters (of whatever kind) and how they relate to the global humanitariateclu
system.

¢) Out of DisasteWork with OCHA HRSU and other clusters to examine what the formalisation of
clusters means out of disasters. This needs understanding down to field level.

d) National Societie€Examine carefully the role of Federation NatioBatieties within formalised
permanent cluster systenmend establish appropriate guidelines

3) Deployment Scenarios and Flexikility

a) PerformanceRegardless of the work of other clusters the ESC must continue working to very
standards.
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b) Flexibility Continue dlexible approach to deploymentsghich take into account all needs, including
in-country capacity, capacHyuilding requirements, cluster development etc.

¢) Model Scenariogonsider building models of deployment for different scenarios, especially where
capacity building/training is a core element. Redesign terms of reference for staff and missions
appropriately. Modify ongoing training programmes where appropriate.

d) Conflict Analysis in Deployment®hen considering deploymenhdlude a detailed analysis how a
lack or particular scale of response may contribute to existing conflict or create conflict between
authorities and communities or between communities themselves.

4) RC/HC ProtocolgVork with OCHA at a global level to examine accountabilities @@ cluster
responses, to ensure that all clusters are treated the same in the field, their work examined at the same
levels and each held accountable to the same standards.

5) Cluster and Emergency Shelter Training in Key Cou@oebirough key disast-prone countries and
train IFRC anbational Societies (N8h generalcluster roles and regmsibilities as well as detabn the
work of the ESC.

6) Capacity Building:

a) Balance Between Deployment Nee@arefully review missions and what is to be doneaffacity
building is a priority, either of IFRC, NS or gonemnt, then give it the space to do s&ork with ESC
coordinators and Heads of Delegations to ensure enough time and effort is set aside to do this work.
If necessary slow down implementatiofi clusteractivities.

b) Develop a detailed capacituilding componentor ESC rolbut:
1 Indicatewhat is expected of staff and what the goals are, as well as, not forgetting, the
necessary resources needed to do the work and reach those goals.
1 Make this corponent of the ESC flexible enough to be adapted to different contexts.
1 Add it to future training sessions.
1 Seek out additional expert training staff where needed.

7) StrengtherRoles and Responsibilities:
a) Terms of Reference Strength and Clafiysure alinternal partners are completely aware of the
roles and responsibilities of the ESC and how they interplay with the IFRC and the National Societies.

b) Delegations and Humanitarian RefarAil Head of Delegation$ioD)should be aware of their
responsibilityfor carrying out IFRC obligatiottshumanitarian reform, and all should be trained, not
just in Emergency Shelter but in all aspects of the reform prodesowing on from this, if the Head
of Delegation is supposedly responsible for this, then it &hbe written into their TOR.

¢) Regional RoléDevelop a better understanding of what regional offices of the Federation have in
decisionmaking processegarding deployments of ESC teaiansd consider how they can support
the work of teams when posted.

8) Saffing/Logistics/Administration

a) Continuity Staff continuiy isessentiak; sacrificein other areas to establish continued staffing.

b) Administrative Structure€onsider constructing a more solid administrative structure to support ESC
units, especiayl for less experienced coordinators.

8|Page



¢) ContractsEnsure contracts are issued before staff members are deployed.

d) Authority. Streamline administration issues in both human resources and financing. Consider
providingadditionalauthority to senior coordinatorsf ESC or Heads of Delegation.

e) Handoverlinternal handovers to be thorough regardless of circumstariéesnalise handover
procedureghrough the provision of guidelines.

9) Handovelto Recovery

a) Flexibility Maintain a flexible approach, especially on tiigy with no artificial cubffs of support.

b) Consider a more robust support for thbitat funding, given how the lack of a strong handover has
an impact on IFRC reputatipbut balance thisvith a demand for followthrough on commitments

10) NFI/SSI Standardison:

a) Work to streamline NFI and SSI packages (including their qualitydlwstier partnerson a global
level.

b) Consider formalising the NFI part of shelter emergency given its recognised work on this. Work with
OCHA and cluster leads at global level seek additional donor funding if appropriate.

11) Information CampaigrDevelop a comprehensive dedicated public information campaggpart of
global deploymentsaimed not only at partners but also at beneficiaries. Examine the wfaithe
Listening Projedamongst other things) and prepare easalyaptable tools for coordination teams in
advance of their deployment.

RECOMMENDATIONS: IFRC NEPAL

1) Lessons LeamThere is a strong need to lookthe work of the cluster from an internal perspective,
examinirg questions such as the relationships between the ESC and NRCS and looking at lessons for a
permanent role in a formalised clustdt.may be useful to opethis out to a few key partners.

2) General Capacity BuildinGontinue and deepen work with governmeartd NRCS to build internal
capacity at all levels and within all programming.

3) National SocietyWork on developing appropriate decisionaking systems in country to cover should
individual staff not be in place.

4) Government Capacity Building
a) Cluster Knokedge:Deepen work withDUDB@n their knowledge of the ESC and cluster system,
especially at local levels.

b) Institutional KnowledgeWork with them on response models that isolate and highlight their weak
capacity to respond from central to local levélbis will highlight issues toeetin the interim and
could allow DUDBC advocate for more resources to meet its responsibilities

¢) Technical Capacitymprove the work on technical standards within Contingency Plarthatgputs
government at the fore.
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5) Confict Prediction OHCHI& developing scenarios for early warning for violence includgenarios such
as Koshi. IFRC shotdg into this forhelp inunderstandingat what levels shelter can be managed
internally and where external support is best sought.

6) Permanent Cluster Issues

a) Formalised Cluster§Vork with OCHA and through the IASC to understand what formalised clusters
actually mean for humanitarian response and the impact on Federation work and mandsgpal
Of particular note is how to develdpe work of the National Society within the cluster, what level of
coordination,balancebetween coordination and implementation etc.

b) Cluster PlanningVork with the IASC, OCHA and the RC/HC to develop full and complete plans for
cluster formalisation theare adopted by all cluster leads, and from that make plans that details a
schedule of activities, targets, staffing and other costs etc.

¢) Cluster BalanceAdvocate locally to ensure that all responses to disasters are of the eseaabent
level by all alsters. Work together with OCHA to ensure that the IASC (anB@#¢C) hold
everyone to account by the same level.

d) Cluster TraininglFR@o supportOCHA ira more thorough dispersal of info on clusters, both-pre
disaster in appropriately targeted distts; but certainly in disasters themselv@sis should be
linked to governmenteadership withirthe system.

e) Meetings Work with OCHA and others within the IASC to streamline and rationalise disaster
response meetings within the cluster system. Urge fgutar meetings of cluster leatt®th within
and out of disaster

f) Alignment Work with OCHA, the IASC and government to better align clusters with ministries.
7) General Coordination Development
a) LeadershipAdvocate with the RC/HC and OCHA that appropriatddef leadership be maintained
at both central and local levels during all phases of the disaster.

b) TransitiodEarly RecoveryAdvocate for complete and detailed transitions from humanitarian to
recovery programming and coordination.

c) Civil SocietyAdvocde for stronger recognition andonsiderationof Nepali civil societhumanitarian
aid during disaster response.

8) Disaster Management Streamlining/ork with all actors to create a more streamlined disaster
management response in lieu of the new DM act atrdtegy coming into force

9) UNHCRSeek the assistance of the RC/HC in ensuring that UNHCR are part of the shelter discussions and
ongoing developments in Nepal.

10) Residual Humanitarian Nee@ontinue to workwith UN-Habitat on any residual humanitariarsiges and
provide appropriate support where possible.

11) Standards Address standardisation of NFI and SSI packages through both the IASC and continued
contingency planning processes.
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INTRODUCTION:

Aim of this review

The aim of this review is to examine tleployment of the Emergency Shelter ClugiesClo the Koshi

Valley, Nepal, in2008& (G KS LYGSNYyIlFGA2y Il f CSRSNJI (piday fa@uEistoK S
identify lessons and provide recommendations on future shelter coordinatiohd@¥éderation as well as
assist the office in Nepal navigate its way through future sheltardination developmentd/Vhilst including

and reflecting the opinions of key stakeholders in the sector the reparbt a general evaluation of the

cluster respnse following the disastdaut given how important the context is for the deployment and
activities ofthe reportdoes touch on key issues of the overall response.

The review draws odesk research, interviews and written communication with informaatsl included a
reasonably lengthy mission to both Kathmandu and the Koshi Valley itself.

Methodology
The following was the basic methodology of the review of Emergency Shelter in response to Koshi valleys:

1) Desk review of all available materials.

2) Interviews with key stakeholders

3) A tenday field mission to Nepal with two days at the scene of the disaster itself.

4) The writer also attended a General Coordination Mee{@GM)n Sunsarduring thevisit to the
disaster site.

Desk Reviews:

The review of avaible documentation included correspondence regarding all aspects of the Emergency
Shelter activisation and eventual handover, all the relevant situation reports compiled by OCHA, as well as
relevant documentation, intealia:
1 Terms of Rference of the NedeEmergency Shelter Cluster (E&@gsion as well as those of all
mission nembers: IFRC
Contingency Planning for ESC Nepal: IFRC and partners
IASC MultAgency Assessment of Koshi, August 2008: & FPartners.
Nepal Flood Appeal Sept 2008: OCHA
Koshi Lesons Learnt Workshop: OCHA
Jan 2009 InteAgency Shelter Monitoring: UNabitat
Previous ESC Reviews of Bangladesh, Tajikistan, Philippines, Pakistan
Current Humanitarian Reform Documents

= =4 =4 -4 -8 -8 -2

Interviews:

The total number of those interviewed for the revievasfifty-one people, drawn from within the IFRC, the
Nepalese National Society, United Nations, Civil Society, Government, beneficiaries and@btimse
representatives, six were also clusteads.Thebreakdown was as follows:

l1|Page
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IFRCGHQ and | ESGStaff(deployed IFRC and NRCS  Government UN & Cluster Implementing
Regional & recruited) Nepal Organisations

5 5 7 8 19 7

Mission to Nepal:

The field mission to Nepal was in rithrch 2009 and lasted eleven days in toMeetings arrangements

were ably maé by the administrator of IFRC. Traffic remains an issue in Kathmandu and much time was lost
in travelling, unfortunate but difficult to combat given how many meetings had tadeemmodated at

various points and naturally the working within the schedug&already busy stakeholders.

The mission to Koshi was successful but cut short due to severe delays in leaving Kathmandu due to bad
weather. Despite their being no bandtan the day itself, the late arrival prevented a visit to Saptari.
However a visitvas paid to camps both on the east and west side of the-dwerted Koshi floodincluding

to thosealongside the riveembankment.

Humanitarian Reform and the Cluster Approach

The cluster approach is part of a global programme of humanitarian reforehvidlgigan in 2005. The
programme followed the Humanitarian Response Review, commissioned by the United Nations Emergency
Response Coordinator (ERC) in 2005.1 Humanitarian reform is led by thAdetery Standing Committee
(IASC) in which UN agencies aria@pals and NGO networks and the Federation invitees.

A response to systemic weakness in response, the humanitarian reform programme is based on three
WLIAE I NBEQY

f 8Thecluster approack | RRNBaaAy3a GKS ySSR F2N WI RSlakizr 6 S OF L
AaSOG2NBRQ 2F KdzYFyAGEFENRFY NBaLRyaSo

f 8&Humanitarian financing I RRNBX&aaAy3 (KS ySSR F2NJ W RSljdza 6§Sz
humanitarian response, notably through the CERF.

f §Humanitarian Coordinator strengtheniMg | RR NB & & A yeHectivekléadeysli8pSaRd F 2 NJ W
O22NRAYIFGA2Y AY SYSNHSyOAS&aQ o6& GKS aSyAaA2N)!b TA

Humanitarian reform acknowledges that effective response depends on the quafigrioershipbetween
the UN agencies, NGOs and Red Cross/Red Crescent agenciespbat globally to emergencies.
Commitment to partnership between these constituencies was endorsed through a set of principles
developed in 2007.

h¥ LI NIAOdzZ  NJ NBf S@IFyOS (G2 GKS LINBaSyid NBLRNI Aa K.
Humaritarian Coordinator strengthenindgpjumanitarian financend partnership- are, together with human
resources, interlinked drivers of effectiveness and quality.

1 From the Hindi word for ‘closed’, a bandh is a form of protest used by political activists in Nepal and elsewhere. During a
Bandh, a political party or community declares a gearal strike and block access to certain areas; these can last from a day
to several weeks and more.
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The IASC principals endorsed the cluster approach in December 2005. The eleven global @usters @ a
mechanism that can strengthen response by ensuring predictability, accountability and partnership among
agencies in different sectors. These include health, emergency shelter and WASH (water, sanitation and
hygiene).

At global level, a clustas effectively a standing committee but its lead agency acts as a response unit.
Cluster lead agencies are responsible for technical support, long term planning and enhancing partnership.
They set standards and policy, build surge capacity, provide tipeahsupport and channel funds to

country level clusters. At country level, the cluster approach is expected to ensure coherent and effective
sectoral response.

Given the short history of humanitarian reform, it is not surprising that cluster operagiamticularly at
country level, is open taterpretation and disagreement; for exampla avaluation of the clusr approach
AY wnnt duediddsiandidisagigeménts about activation in emergedgessisted after a Standard
Operating Proedure wasssued in May 200A number ofdocumentsprovide guidance on cluster working.
They reflect important debate in the face of growing experience and evolving practice but do not always
provide unambiguous direction or consistent terminology.

The Global Emergency Shelter Cluster
The Emergency Shelter Cluster idemb by IFRC for natural disasters and UNHCR for conflict situations.

Partners in the global cluster are Care International, CHF International, Norwegian Refugee Council, OCHA,
OXFAM, Shelter Certand UNHABITATthe latter being also the focal point for early recovery within the
cluster) At country level, a global member, local and national government and any NGO involved in
emergency shelter may be a cluster partner.

Emergency Shelter is oneafily two clusterso-chaired by agencies other than UN or IOM. An {EDREIA
aSY2N} yRdzY 2F | yYRSNAGIYRAY3 06a2! 0 adrisSa GKFG 6AGKAY
expects to lead or convene the Emergency.

The IFROCHA MoU defines a disast:

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.

It defines emergencghelter as:

The provision of basic and immediate shelter needs necessary to ensure the survival of disaster affected
LISNE2yaX AYyOfdzZRAY3I GNILAR NBalLlRyaSé az2fdzirazya adzo
emergency shelter solutions, and sheltglated norfood items. This definition explicitly excludes
transitional and permanent housing.
¢tKS a2! SYLKFIairAasSa GKIFIG G§KS CSRSNI tderdedandhat@asyorA G YSy i
Wt N2 @A RS NJ 2afgagin the provisiGoi sheéltdr @oods @nd services remains unfilled.
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THE CONTEXT
The Disaster and the Response

Koshi Valley 18 th August 2008

On the 18' of August 2008 the River Koshi in Eastern Nepal broke through an eastern retaining wall ten
kilometres north of the EastVest highway and effectively changed its course, now flowing through the
broken barrier and cutting through five Village Development Committee (VDC) in the Sunsari @isgrict.
main EastWest Highway was made impassable due to flood waters at the entri€eshi TapWildlife
Preserve;cut in five different places by the flood waterand phone networks were down.

Immediately those affected fled to higher ground wherever thass includingareas of the highway above
water and the remaining part of therabankment that was not breached, taking only limited belongings and
supplies with them. Security forces were also involveassistingearly movements. Other familiefsed out

of Sunsari across the river valley to Saptaoimewere hosted by families ithe area that had been

unaffected themselves

From the beginning gauging of the scale of the damage and destruction of the flooding and thus
understanding how much humanitarian aid would be needed, was a chall€hges was substantial and
perhaps not unpedictable chaos at a local level in the first three to four d&yiial needs were difficult to
establish due to the paucity of informatioRelief efforts were also hindered by the effective severing of
EasternNepal by the flood watersnaking the Swsari side only accessible by air and making SuiSsguiari
travel (usually only five minutes across the river) a flight and several hours drive.

Howeverwithin days more than twentgollective centres and campsd beenestablished in schoolsther
community buildings, and those areas of high ground, especially along the embankxewt.figures of
those displaced remained a challenge throughout the fisaster periodmade particularlyproblematicby
the mobile nature of the population (both withimé area and across the border in Indigdh estimates of
between 54,000 and 72,000 us€&etween 3,000 and 10,000 Indidngere al® thought to have fled to
Nepal from flooddamaged Bihar province

Locations of those displaced slowly coalesced into fistinct categories over the first montthose living

with host families, camps established in higher areas east of the new Koshi flow, camps established in Saptari
district and finally camps extending south of the embankment breach along a narrowfdsaipd between

the embankment and the usual flow of the Kosbamps were often located in and around community

buildings such as schools.

Most of the houses of the displaced were mud huts with bamboo frames and grass walls, or made of non
permanent mateials, and were either completely destroyed or seriously damaged during the flooding itself.
In the maincommunityshelters around 5®&0 people were living in one room. People were also sleeping on
benches and the open flooFhere was early pressure frorat®ols, mainly private ones, for the displaced to
vacate the premises so classes could resuEn@ergency shelter wdkerefore quickly identified as one of

the key issues, and seen to be needed for 3 to 4 months.

2|t should be noted these figures are those used by various official sources. Others have suggested it could have been
many more than the 10,000 but it wasaimost impossible tobe suregiven the lack of registratonOE A D1 DO1 AGET 18 0
continual movements etc.
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The Response: Government, Clusters And Coordination During Koshi 2

The humanitarian response to Koshi flooding was dominated at first by actors already present on the ground,
of which the largest was the NRCS, but also Oxfam was already present, especially in Saptari, as well as
DEPROSC and othmational actors. Donations of money and goods outside of the traditional humanitarian
sector (from civil society, companies and communities) were apparently consid@rabhkefirst weekdut

have not been well recorded.

Oxfam hadahumanitarian assessméteam at the site of the embankment breach after one day, then
another after 2/3 daysOCHA did its owpreliminaryassessment at about the same tinfellowed by an
aerial tour An UNDAC teanridved aftertwo weekd$ and on arrival they helpedoordinake a more detailed
multi-agency IRA (Initial Rapid Assessmeupported by WFP, that lookdskyondthe disastemp to six
months in advance.

¢KS 3F2PSNYYSyliQa NBandid ghprGachdlsaiioud oyiidistiict erfipvdarnidlgsgstem
was gparently activated immediately anéirmy and armed police forces (APF) wsoen involvedn search
and rescue there was little loss of life. Thergas a first meeting of the Regional Disaster Response
Committee (RDRC) on the same evening asthbankmat breach (at whiclDCHA and the NRCS watso
present) and the first meeting at district level occurred in Sunsari the next day.

On ¢" of September the Humanitarian Coordinator requested the formalisatithe cluster approach, and
OCHA facilitated i, both at capital and local levels, with IASC meetings at Kathmandu levels (now convened
on a much more regular basis and focusing on Koshi response) and General Coordination Medirist at
levels to manage locabordination®

The coordination strcture evolved based on the need. At its heart was the District Disaster Response
Committee(DDRCa local government disaster management mechanignth was at Sunsari later merged
with the General Coordination Meeting pddad by OCHA. Abshi level metings were everyday in the
morning andt was often decided in those meetings whether any specific clusters would need to meet in the
afternoon.In general there were good relations between internationabagtand local key officials

Political and seaity challenges were prominent throughout the relief phase, especially in Saptari.

Several funding appeals were coordinated by OCHA, an initial $10 million requesbtminy donors for
immediate relief efforts after two weeks, which was then rollediatsecond and more comprehensive
supplementary Floods Response Plan a month later for an additional $15 millioRlobds appealvas
funded to $10 millionThe IFRC made an appeal fand received$2.2 million dollars which wder
emergency shelterrad NFIs for NRCBhe governmenéalsoprepared a ninemonth plan in early September
with a budget of $6 million.

3 Other assessments were done by ADB on economic affects (for both Koshi and Western floods) and UNDP BCPR for early
recovery. UNDP also funded UNESC®undertake a Hazard Risk Assessment of the affected area.

4 This delay was partly because the Government of Nepal did not immediately ask for international assistance and the

scale of the emergency was not immediately apparent.

5 See pagd9 for more details of the manner of the cluster formalisation.
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Problems for the Response

During the life of the relief operations amidst which the Emergency Shelter Cluster was a player, a series of

key ssues have been identified as problematic:

GovernmentWeakness

Thegovernment appears to have takéme flooding
very seriously, even though it never made a formal
request for external assistance. This is in part a
guestion of politics since the disasteappened on
2yte (GKS aSO2yR RFe& I Fi¢
inauguration and was its firsinexpectedchallenge;
selfsufficient strong leadership was the preferred
image. However, it was felt by many actors that
regardless of the political dimensierthat this was a
new authority wanting to exert control and show

Government of Nepal Priorities

According to the office of the Prime -Minister the
three key priorities of the government are:

1) PeaceBuilding.
2) The Constitution
3) Good Governance.

But
when

humani t assumesutnest priority n
needed. 0o

leadership- the government in general had good intentions.

Some observations difs involvement in the relief operation include:

1) Reliance on OthergVhilst reportedly certain line agencies weaetive and showed commendable

f SIFRSNAKALI Fd | 20! ¢

f SgSt

2P0SNIff (KS I2@BSNYYSy

especially in distribution and coordination. For the former NRCS was asked to undertake the bulk of
distributions whilst OCHA undertook the bulk of coordination and information management.
2) . The authorities did not in general engage well with all humanitarian actors. Due to the poor capacity of

staff and offices, and a lack of basic equipment, the local govenbmas, i y' S
R2 (KS

dependent on otherorgadi I G A 2y & G2

LIS NE 2tefdyd ¢ 2 NR &

F ObGidzk £ 62NJ Pé€

3) Coordination This reliance on othersddo core problems for the relief effortshere government
leadership was necessary. Lack of coordination in camps lead to-onuleting of aid needed
registration and verification was pookgencies stepped in to coordinate camps when government action

was not present.

4) Lack of Condtation: There was in genergloor communication with other actors; the government was
sometimesguilty of moving ahead without discussion, such as when during the registration period it
suddenly changed its mind and, without consultation, demanded organisations involved change from a

light to detailed assessmeuwf victims.

5) DecisioAMakingand Disconaction from Central Authoritied.ocal authorities were always challenged by
their inability to take decisions, compounded by poor information flow from national to local levels. Local

authorities had to refer to the capital on almost all decisions; asbMeB | YA &+ GA 2y
fAIKGE

NBIljdzA NBR (KS 3INBSY

Llddzi AGZ &

SPSYy G6AGK ljdAGS &AYLE S

camp locations were thus delayed by days, even wags-government actors often knew more of
current nationalpolicy on Koshi than local authorities themselves.

6 See section on NRCS, Pagjgfor more details
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6) Communicationso Victims Information to beneficiaries was very poor. Misformation was not

unusual, such as if a family did not have a shelter at a camp they would not receive assistance, which was

not true and lead to empty tents erected just
for the sake of aid receip. Rumour was also

commonplace and went largely Local Government Capacity
unchallengedfor example wherocal
politicians were accused of twisting

The challenges for local government locally should not
be under-estimated. Sunsari district for example, has

government aid of 5000 rupeedor return, one vehicle which is almost always broken and for
sayingit wasactuallybeing a downyfund for which there are no funds to repair. The y have no
families. trained manpower for disasters and often not even

7) Politicisation: Local authorities were in the eleciricity supply.

middle and often the focus for political
protests. This affected their work, especially
in Saptari

As part of its Koshi response IOM gave them two
computers and a printer and a generator but they
reported there was no money for fuel for the generator.

An overview of the government role in

addressing Koshi needs would be thdtied its

best with minimal resources and capacity but in general its ability to meet the need was weak, there was at
times chaos, rapid changes in decisions orgtmw decisiormaking and a lack of leadership when it
mattered. Rapid changes in key dtafid not help.On the other hand the government was appreciated for
embracing itgole in the cluster system arghowing good will td(humanitarian actorsaccording to some
organisationghe governmentimproved its quality of work compared to previous ye#t a local level the
government has received praise for managing a very large disaster compared to its capaciswbBi2RC
quickly brought together by CDOs and when they became heavily politini§hsarauthorities made a
good decision to movin shifting the bulk oflecisiormaking to the GCM (where political actors wher
present) where together with OCHA humanitarian actors could manage the relief process.

Another encouraging sign was that the government at all levels recognisesafsmadty to managekey
aspects of disaster management.

Coordination and Cluster Disconnections

OCHA had previously worked with local governmentligaster response and preparedness that also
identified sector leadsoughly along the lines of the cluster mogdahd oncethe Koshi breached the
embankment line ministries at district level were asked to join relevant clusters.

Several issues between how cluster coordination was intended to work and the reality of Koshi
implementation have appeared during the cearof the evaluation:

1 Lack of Understandingf Roles and Responsibilitidhere was a general lack of understanding of the
cluster system across not only government structures but humanitarian aictdesling some UN
agencieslt was not clear to all extly what clusters were and what cluster leads would lear. example
some believed that cluster leads would do all the work themselves.a dzSa & dzOK | & W{iKS
were hardly known at allThe basic Terms of Referen@@T pof both the clusteisystem generally and

individual clusters waseportedlynot well circulated.
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1 Imposition of Clusterssomefelt clusters were imposed on the situation rather than adding value. It was
4dzZ33SAaGSR KFd (GKS !b aK2dzZ R KI I@iStead afdaiphsiBgNIi SR G KS =
Of dza i SNEIEE NyR!' / aF NNAGSR gAlK 2yfe (GKS Of dzadSNJ I L

1 Slow Speed of the ResponSeveral of those interviewed felt that OCHA was late to take the lead in
coordination, in indicating to the humanitarian communtitye severity of the damage, to start the
cluster approactfthe latter Saptari specifichnd also in putting together funding app€als

1 Lack of Government Leadership at Local Lewéten cluster meetings occurred locally government
involvement was weal2 T ¥ Aaflendlafica ornd those that dichttend in general not ready to make
decisions. Cluster meetings at Kathmandu level were almost never joimtiened; #hough regular
IASMperationalmeetings were helanostly lead by OCHA (and which actedre or less like clustdead
meetings)there was rarely a government officeresent unless the RC/HC was chairing the meeting. This
meant that senior most humanitarian forufar Koshin the country was without a counterpart.

9 Parallel Systems Developdthis in part led to the perception th#ttere were parallel systems in aid
coordination.lt was not clear to many what the connectiorasd S 6 SSy G KS CangadSNY YSy (i Q3
National Disaster Relief Committe@NDR{zand thelnter-Agency Steering CommitteASEmeetings®;
there was no clear information flow between these two structures.

91 National & Local Gap#t was felt by some that just as government connections between local and
central authorities was poor, so the same could be said of chesterdinaion structures. Several
respondents said that dhe GCM there was not enough information on policy decisions centfathers
claimed thatagencies involved in cluster leadership did alstayshave a good field presencand
despite their cluster respusibilities, theydid not improve this presencduring the lifetime of the
response.

1 Meetings ManagementAs often occurs in crisis situations when the cluster system is activated there can
soon be too many meetings for actors to manage, especially folemeaganisations who implement in
two, three or even four different cluster areas. At a local level this appears to have been reasonably
managed by having key issues around CCM and shelter run through the GBiired by OCHA and
local authoritiesPoa attendance appeared to be more a problem of cluster meetings in the capital.
absence of recovery within IASC operational meetings was seen a flaw as it slowed support for transition.

ImbalancedCluster Activitiel

If there was a particular issueahgreatly affected the international response to Koshi it was the imbalance in
activities undertaken by cluster leads, both the quality and quantity of their own work and the work they
undertook in their role as cluster managers.

7 As mentioned earlier this was due in part because of the slow realisation of the extent of ttisaster and the difficulty
accessing the area cut off by the breach. In lieu of OCHA coordination in the first weeks Oxfam was the prime focal point
for Saptari activities..

8 This was probably exacerbated by the lack of OCHA presence at the CNDRC:lgoshi OCHA was granted observer
status and thus has direct access to government decisignaking.

9 Although this report does not investigate the operation of all the clusters it is clear from interviews with stakeholders
within the humanitarian response that the Emergency Shelter Cluster was seen as one of the strongest of the clusters in
both activities and advocacy. A more full examination of other clusters work would be needed before making judgements
on the overall quality of their work.
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Several of those interewed talked of a lack of commitment from all clusters, which affected both

coordination and implementation in the disastaffected area. Some felt that not everyone actually followed

the cluster system, and cite examples of a lack of communication betelaster leads, such as when WASH

placed toilets in a area designed for a camp without actually informing CCM. It was felt that several agencies
NBaLR2yaAroftS F2N) Of dza i SN O2 2 NR theyldid doRcygnveBalmedting®antiNA SR 2
they did not work across clusters.

Examples of imbalances in clusters included:

9 Core Cluster Responsibiliti&gveral clusters were said to have avoided having proper monitoring of
government stated figuresvhilst in the issue oftandardsclusters made deisions to support
government actions that brokguidelinesthat cluster leaders are supposed to follow, suctsphere

1 DoubleHat A basic lack of understanding of core cluster duties, and perhaps an inability to see the
complexity of being both an ageyepresentativeas well as independent cluster lead.

1 Not enough capacity Ofall the clustersactivatedonly two had external surge capacity activated (ESC
and CCM) whilst others either utilised some spare capacitpimtry and a few appeared to contie
almost business as usual despite the disdSter

1 Levels of Cluster Knowleddée kiockon effect of this was that externally deployed staff were much
more aware of thecluster approachtheir role and responsibilities both internally and to the systsma
whole. This further fuelled an actual or perceived imbalance in cluster work.

91 Divide between External Actors and Internal ActGiasters without external surge staff felt that these
arrivals kiew little of the Nepal situatiorgs one cluster leadsA R F 2 NISRHBf YSLIRY 4i 1y 2 4
fFONRYSas (KSe [eRteryaiistedsaddiad dg@ofationgwiiShdwvere not Nepali
realistic ®

1 Expectations DifferenSeveral clusters (including the ESC) felt they were being asked to more than
othersby the RC/HCThere was the feeling that expectation levels were not the same for all cluliters.
was suggested by several members of the ESC that they were being asked more because the other
cluster leads were much closer to the RC/HC, this closeiar#tip making it more difficult for the
RC/HC to both gauge their work and hold the UN agencies responsible to account.

It should be noted that onef the complications of analysing the cluster response to Koshi is because of the
imbalance inwork throdg G KS Of dzZAdSNBR 60620K Ay GSN¥Ya 27F ljdz2yaade
clusters) it is a challenge to separate out clusterk from what the agencies might ordinarily do anyway.

Internationallmplementing Agencies Relatively Not Active

From te start of Koshi implementing agencies were mixed in their response. Thermotagen a single
arrival of a new international humanitarian agency to Nepal following Koshi and neither were any new
international staff posted. Furthermoriéwas felt thatevensome of those that arpresent did not always

10 For example ©€M had one external staff member arriving for 2 weeks, followed by others that arrived for several

i7T1T OEOGh OEA 1 AOO ET OAOT AGETT Al 1 AAOGET ¢ AOOETI ¢ OEA xOEOAOBO i
to shift around internally to free up a person to do the bulk of the coordination work for Food Security. Wash had extra

capacity from only November only.
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respond with strength, partly of course because they felt there was not that much need. Those that did work
in Koshi were often ones that already had a strong presence there.

One effect of this relativeatk of activity that was mentioned by several respondents was the lack of
international or senior national presence in the field, senior enough to challenge the government in its
decisionmaking.

Lack of a Transition Plan

Transition was difficult for Kosfirstly because of the time it took to repair the embankment itself: there was

y2 NBOdzNYy FT2NJ K2dzalyRa 2F FFYAfASa 0SOFdzasS GKSANI
GKSY £ NBS LI NI 2F @&2dzNJ { IndjiiSah askd?(Theet wasialsd soed € | Yy R
concern that other parts of the embankment might breach given that the first occurred with the river at

about only quarter of possible capacit@hly in January when the embankment was fixed and water drained

away fran farmland could assessments be made of the extent of damage;kzsatbup etc.

Thisdelayof transition planning was exacerbated by a lack of eDé&elopment Programme (UND&Jrly

recovery presence until late October with actual deployment of staf§ bgllate NovemberHowever, the
presence of early recovery cluster presence was not requested until late in the response which may betray a
misunderstanding of its role, given that it should be on the groamdooras all the other clusters. Similarly

there does appear to be a misconceptimnmiscommunicatioron the issue of transition generally, where

UNDP and early recovery where seen as responsible for transition (and coordination) within the cluster
approach once humanitarian interventions have lafigeshedrather than being a collective issue in a move
towards full governmenkeadership (Adetailed analysis of this issuehisyond the remit of this repor}.

Root Causes Behind Response Problems

The Challenge of Gauging the Response

TheKoshifBR ¢l ax | O0O2NRAYy3A (2 2y S uSdE@ govelngienSaNddfeS 6 SR> G
KdzYF yAGENRF K GOBYEdzf X @@ I GKdzAS RAAFAGSNI F2NJ £ 201 £ L
these thoughtdfrom the frst moment of the disaster anfibr several weeks aftegauging both the scale of

the Koshi flooding damage as well as the application of appropriate levels of aidgneest ehallenge.

Nepal suffers from regular, annual inundations across the country and these often cause locadised a

temporary displacement of populations that need shtetm assistance to tide them over under they can

return to their land. Several people mentioned how in September 2008, just a month after Koshi, close to

250,000 people wertemporarily displaced ithe West of the countrySecondly sventy thousangeople

affected is probably a mitbvel disaster by South and Soth &G ! a Al y {sgdvgmmenNR& ® b SLJ f
meanwhileis not particularly less able to respond to disasters than other countries of sgod#e that have

suffered a disaster of this siZEhe people affected, though mostly landless who work land granted to them

by landlords irreturn for a share of any crop, are not particularly worse off than other communities in Nepal.

Koshi was clearly pof that regular inundation buthree aspects pushed response needed beytind
usual flooddisplacementreturn scenario in Nepal
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1)

2)

3)

4)

Thesuddenness anihtensity of the disaster itself with théisplacement opopulations across five
Village DevelopmenCommittee (VDC) areamany people weraeriouslyaffected in averyshort

amountoftimeandthé dzf 1| 2F Y2aid 1LJS2L) SQa |aasSia ¢6SNB fz2aido

It was clear very soon that the embankment was so damaged that only major repairs could fix and thus
people could noteturn to their land for some time this necessitated a relief operation that was

beyond the shorterm helpusually required

Another unusual feature of the Koshi flood that became readily apparent after the embankment was
fixed and weer divertedinto its usual course, was that there wamich damage that could never be
restored(with more than twometres of sand on previously fertile agricultural landome places

preventing return for up to 20,000 peoplus a continuation o§ome level oidwould be needed

until a durable solution could be fouhd

The impact of the large number of Indian nationals displaced into Nepal by the flooding is very difficult to
gauge but given that some estimates put the figure up to and beyond 10,000 people, and that
government authorities were at best very reluctant to provide support, this has further pushed the
disaster beyond the norm for Nepal.

During the whole process the relatively small amount of people affdoyeidoshi was balanced agaitistse
three aspectand the variable conclusions reached by organisations has clearly modified individual
commitmensto the relief process, sedn both the cluster coordination in general as well as in the work of
individual clusters! & 2y S LISNE2Y a0ISBREG ari2& Kyi2 & | $E HS NG §R
The ESC was no exception.

Disaster Management in Nepal

Though natural disasters occur with some frequency in Nepal, especially flooding and landslides, continuing
to exacerbateexisting community tensi@and wiping out development gains, Disaster Managen{iem)is

still not a top institutional priorityn comparison to ones of peace, security, reconciliatiod the

development of a new constitutiorThis clearly needs addressiagd it is admitted as och by government.
Senior officials believihat responserecovery and rehabilitation, as well as preparednassall atbest

poor.

DMis governed by the Natural Calamities act of 1982, which stipulates the Ministry of Home (MfaifA)
as lead ageey indisasterresponse. Coordinating structures governed by this act include:

1

Central National Disaster Response Commliftesth key line ministries. (chaired by tieputy Prime
Minister, who is also Minister of Home Affairs.)

Regional Disaster ResporSemmittee (RDRC)

District Disaster Response Committee: This is lead b iefDistrict Officer (senior govt official at local
level) and is responsible for managing disasters at a local level.

11 Displaced families were identified as coming from three aregsdesignated red, yellow and green. The green families
can return will li ttle more difficulty than normal. Yellow families need help to remove up to 50cm of sand on their land
that government believe is possibleRedfamilies come from land with land made completely unusable by sand buidp;
they cannot return but must be relaated.

12The NRCS is an egfficio member on each of the national disaster response levels.
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However some issues are clearly problematic for governmesygonse in general, some of which have direct
implications for the work of IFRC including:

1) The government is still on a response and relief mode. The existing legislatiolediséstefor neither
risk reduction nor recovery. Responsibility for recovamg reconstruction is beneath the Ministry of
Physical Planning but is founded on weak general legislation and has few links to MoHA activities.

2) The disaster management unit within the Ministry of Home Affairs is a marginal part of one division that
dealswith both planning and narcotics control. It is also greatly understaffed.

3) Due to government changes in August 2008 crisis management staff at all levels have changed, both
nationally and right down to district levels. According to OCHAltietsecretay of Disaster
Management has changed three times since the Koshi disaster whilst at district level Saptari has had four
changes oChiefDevelopment Officer.

4) Due to the general weakness of Disaster Management in government the NRCS is almost always called
upon to do the actual humanitarian work of relief, which further diminishes government responsibility
and experience.

i AAEAT EOI 08 4EA AEOAOOBOADO xAO Al ET OOEOOOEIT T A
Humanitarian Coordinator

In 2007the UNDRandthe International Strategy for Disaster Reduction (ISigf)ed authorities develop a
replacement act, one that fo@ed on Disaster Management, accompanied by a new strategy including
institutional and policy reform. The new strategy considers the whole cycle of a disaster, places disaster
management directly within the office of the PriAMinister and makes mainstreamg ofDisaster Risk
Reduction (DRRY priority across ministries.

However the act remains in draft only and is unlikely to go through parliament for someatitmeugh
importantly MoHA suggestthat governmentis changing from being relieentric becausé A i KI & G 2 ¢
regardless to the passing of the law itself.

UNDPs workingto identify focal pointswitty A Y S YAYAAOGNRASE YR GKS taQa 2FFA
through DRR in lieu of the act and strategy being formalisesever this process appears uncected with

the process of having permanent clusters aligned to ministfiesen though the cluster structure itself is

discussed within the strategy.

The Conflict Context

One aspect of the decisiemaking proces@hough not openly debated between IAB&tnerg was how the
disaster could impact on peace, security and reconciliation in NBjpélral disasters frequently exacerbate
existing conflict on the ground and there is reason to believe that a poorly managed relief operation could
well have impaied on general securityisasters could create more conflict if not handled well.

13 There is combined international commitment to Disaster Management in Nepal. The country has been chosen by key
actors (World Bank, IFRC, UNDP, OCHA, ISDR) to wamkDisaster Risk Reduction in a joint fashion; the RC/HC also sees
it as a priority for the international community.
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GOAY bSLItE6 G4KS LISIFOS LINPOSaa A& FNIIAAES yR (KSI
with a disaster thrown into the mix there is a chance for politicaliggitb politicise the
situation and any aid given. They may create new groups of victims with new sets of grievances
and could exacerbate conflict or hurt pegmecesses, especially when linked to resettlement
'Y R f Iy BonoARepiesfadved ¢
AsondllSNBE2Y O2YYSYGSR aé2dz Oy FSStf (KS {(Syaizya 2y 1l
postconflict wrapped up in issues of the new government, federalism and the new constitution. There are
already concerns thdhternally Displaced Person®Rs)n the West of the country have encroached on
forest land used by native populations. There are real concerns of flaring localised violence, between APF and
armed groups oparticularlybetween communities.

Of course there are not only negative asgett the sudden arrival of new families in other communities.

¢CKSNBE Aa Fy 2LILRNIdzyAde (2 oNBI]l R2g6Yy OoF NNASNAER®D® ¢KS
opened their homes to the displaced, and the local communities provided food, shelteudth schools),

'y R Of &t th&sanfeidethere has to be caution when considering the impact of new people on scare
resources or when those affected receive relief nearby unaffected but poor communities.

With the Koshi flooding there are clearly gaular security/conflict reasons for being concerned about the
level and quality of aid, and additional context for decisions when or if to deploy external cluster teams.

1 A New Peaceifter a war of ten years Nepahh
only recently reached a sustainedareful phase
with the inauguration of the new government in @olitical parties in the opposition fomented
August 2008. opposition and confusion about government

policies (relating to the Koshi disaster)n order to

embarrass and frustrate the current god OT | A
UN Staff Member

9 The political transitionwhich includes the
drafting of a new inclusive constitutiophas
people expecting much from the Maoist
authorities, which includéig programmes
promisedd 24K 0SF2NB YR FFGSNI KS 4| ThideareStfidRtensiens & KI @S
already existing in public services, especially power and water supply, for which the new government is
mostly held responsible.

9 Conflict HistoryThis regioraffected is already an area of conf]iticluding the civil war which was
particularly evident in its latter years; for example in November 2001 over 100 people were killed in
clashes. There also remains (in simplistic terms) substantial grievances befwski Madheshigpeople
of the plains") and Pahadis ("people of the hills") with the former having faced years of language and
citizenship discrimination which recently culminated in a 2007 uprising. Saptari in particular has fragile
security, its polics dominated by armed and rival eth+#bbased militias that are often accused of
involvementin smuggling, abductions and murder. Its local authorities report an inability to move in many
areas for fear of attack

9 Expectations of Support Highvhen peopleare affected by disasters they expect suppopit not received
then this is fuel added to existing tensions and perceptions of imbalances between communities. People
are now good at demanding their rights in Nepal. As can be witnessed by debilitatinigsbsunch as
those organised by the Koshi Victims Struggle Committee, who closed down all access to the disaster area
for up to 20 days at a time.
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Some of these issues played a direct part in the response, for example the fact that most of the displaced
were Madeshi and most of those respondiRghadi, the politicisation of aid by local parties, the insecurity in
Saptari meaning some staff feared to go there to work and government structures hardly existed.

Activisation of the Cluster System

AAAAA
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the challenge of how to respond to this mid to low level disaster in a country with minimal resources and a
relatively fragile peace, then the main internal issues the nature of how the cluster system came to be
formalised.

As in most ountries the activisation of clusters was built upon already existing work undertaken. The dividing
of responsibility for sectors of humanitarian response had already been usedi@qus contextslt was first
discussed during the contingency planning process of 2006 andrihlrmée 2007 clusters had been used to
respond tosome particular large floodingl¢hough not in this caseeedingEmergency SheltgrThe draft
nationalDM strategy refers to government aligning itself with the clustéms2008 the clusters were used in

an new Contingency Planning procéasilitated by UNOCHA.

In July oR008 the RC/HC took this one stage further by suggesting by letter to the Ha&@tiy that they
consider adopting the cluster system on a formal basis, partly to be prepared for future disasters and allow
access to certaigglobal resources.A subsequent meeting of the IASC took place inJulg where there

was at best tepid supporbf such a cluster formalisatiohlowever, given that in Nepal the RC is also an HC,
according to IASC current humanitarian reform policy , clusters should be formalised in all countries where
there is an HC and therefore a mission from the HRSU was ad-dmgaugust to assist in this formalisation.

This missiorroincided with thebreaking of the Koshi embankment and flooding of the five \d@s

together theypushed the IASC formallyactivatethe cluster system(Following the disaster thRCH@=ad
ameeting where he asked cluster leads to report back and following this he asked the IFRC take onboard the
role of ESC for KoshDn the §' of September the RC/HC wrote to the Emergency Rébefdinatorto

inform him that clusters would be set up for

oongoing advities and in its contingency

planningfor new emergencies The Generic Terms of Referenc e for Custer Leads at
clusters and lead agencisslected for the Country Level. OCH A
Nepalwere: -Inclusion of key humanitarian partners

! Health¢ WHO -Establishment of appropriate coordination mechanisms

9 Nutrition ¢ UNICEF -Coordination with national/local authorities, local civil society.

-Participatory and community-based approaches

T WASH UNICEF -Attention to priority cross -cutting issues

1 FoodSecuritg WFP -Needs assessment and analysis

9 Education in EmergenciesJNICEF -Emergency preparedness

Protectionc OHCHR -Planning and strategy development

1 Camp Mangement (natural -Application of standards

. -Monitoring and reporting
disastersy, IOM -Advocacy and resource mobilization
1 Emergency Telecomunications anc -Training and capacity building
Logistics (both WFP) would be -Provision of assistance and services as a last resort
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1 Emergency Shelter was singled out as an issue with IFRC seluetmnt to sign on for a standing
leadership roles (See pag&0for details.)

According to OCHA it was made quite cksaagency representativeat theywere signing up to the full
TOR of the cluster system as is globally recogfilsed indicated in the tablof cluster accountability to the
Humanitarian Coordinatcabove,taken from the HRSU website

However interviews with OCHA, key stakeholderthe humanitarian responsthat induded six of the
cluster managers, has revealed some key problems thattafiethe overall response drcoordination of
that response:

Not Well UnderstoodVhatls Being Signed Up For

It was clear to many that few people understood the work of clusters beyond the capital atitbhatany
there either, despitesome initialtrainingand a mission from the HRSU. There is a reastion mark over
whether clusters are really prepared for what permanent cluster work might be.

Following on from this there is a great sense that agency representatives are not really clear abaiteyhat
are signing themselves up for in the cluster formalisation. No agency appears to have considered the whole
of their newclusteraccountabilities to the HC.

Issues andncompatibilities not Discussed

There are key issues within the formalisation itsgld some seemingcompatibilities between a formalised
permanent cluster system doing the same work of global clusters on an ongoing basis, that have not as yet
been properly discusseéxamples:

1 Levels of External Suppovwhen toagencies ask for exteal support? When do they manage on their
own?

1 Support to do Cluster Wark/ould they receive support from HQ to undertake the formalised cluster
work, or not?

1 Firewall between implementation and coordinati@ould formalised cluster leads retain indepgkamnce
from their agency? How would they do that if they are actuallytfle country staff?

1 Existing Structure®id the cluster systersupersedeexisting structures or not?

ClusterApproach is not Well Supported

The cluster formalisation is not partikar well supported (and further leads to imbalances in response.)
Although this should improve over time it is clear agencies are reluctant to have the cluster system
formalised. Their comments before Koshi forced the situation included a belief thaisation would:

9 Duplicateexisting mechanisms in country.

14 Reportedlyonlya# - | AAA AT U AEAT CAOG O1 OEA Ccli T AAl 472 £ O OEEO bDOI A
15 Seewww.humanitarianreform.org .
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1 Add no particular extra value, extra meetings but little more.
1 Exacerbate existing capacity problems
1 Not be needed since there was no need of HQ support.

Cluster Leads Not Really Aware

Meetings wth six of the cluster leads have revealed that theyiargeneralquite unpreparedor using the

cluster approach in disaster response. In what may be partly a disconnect between decisions made by their
agency representatives and themselves, the cluldads have not in generabnsidered the roles and
responsibilities, the extra work this might mean nor the extra resources needed to do that work.

An example from one meeting was how the UN staffer had over $100 million of programme planning to
annually nranage iacountry and was seen by her organisation to be a cluster coordinator as well. There had
been almost no internal discussion within their agency as to what this meatitifoperson and their

workload, which might include disasters such as Kosbpgredness activities, recovery activities and
continuing with their own workload.

z z
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which would certainly appear to undermine the idea that theieagjes have signed them up to this
particular set of cluster accountabilities.

Lack of Real Government Involvement in Cluster Formalisation

The cluster formalisation endorsed by the CND&@ @s mentioned is contained within the new DM
strategy that hass yet not been ratified by governmérdoesnot appear to coveover some key issues:

1 The government does not really understand the whole remit of the cluster system, the role of external
activated teams from Geneva based humanitarian agencies, theidifesles of permanent formalised
clusters in Nepal etc. It was pretty clear that senior government authorities interviewed talked of the
cluster system but did not really understand.

1 The endorsement by thENDR@oes not address key issues for clusteraggment with the
government, especially the alignment with ministries. How do the 8 formalised clusters link with the 21
Nepalese ministries? For example the Ministry of Physical Planning has three clusters (shelter, WASH and
camp management) counterparts.

9 Following on from this iappearsthat almost no government work in cluster development has been done
by government except that prompted by individual clusters themselves.

9 Itis not widely known that the government had formally endorsed the cluster systeweral of those
interviewed claimed that it had notet been endorsed.

/ £t SFNIeé GKSNB Aa az2vyS ¢g2N)] (2 R2 gAGK OfdzZAGSNAR | yR

clusters at senior central, regional and local levEle challenge forayernment is balancing that with those
many other priorities.
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Leadership of the Response

An aspect of the evaluation affecting the overall response to Koshi was a seeming lack of sustained leadership
FONRaa GKS 62N) © DAGSY dsKirScodidhaliGNdg Yrited iNaidns thidk mucliof S & S|
a central position and its leadershgpouldto be examined, especially in light of the use of the cluster

system.

The evaluation has shown thatilst there is some evidence of the usual genarid pertaps toceasy

criticism of disaster coordinatiothere has beemnevenUN leadershipvhich hasaffectedthe response

Examples of where it was felt the UN should have done more (some identified by both OCHA and the RC/HC
themselves) include:

1 EmphasisThee lacled a clear understanding about what kind of priority Koshi waan agreement
between IASC leads about what kind of level of support should be provided.
1 Accountability Agency representatives should have been made accountable for their inabititgeb
cluster commitments.
1 CrossCluster ActivitiesNot enough meetings just between cluster leads arrangttey were generally
not separated out from IASC meetings. Meetings that did take place did not address key issues.
1 CrossCutting IssuesA lack otoncerted approach. Neaxistent for the environment and age and
hiv/aids as well as gender reflected only in the health sector.
1 CapitalBased The structure wabased too much on the capitén oft-heard criticismsome clustrs
did not visit the fieldand relied on some reportedly dubious sources of informat@rpolicy making.
¢2 GKS ! bQa ONBRAG GKAA ONRGAOAAY KFa | fNBFIRe& 0SSy .
acknowledging the difficulty tgaugea proper response to Kosfwhich afected many actorshey do see
unevenf S RSNBR KAL) a OlFldzaAy3d az2YS 1S& LINRPofcdhstiaww LG Aa |
decision to not eclipse the GON in their leadership and coordination.

It should be noted that this whole issue is of meicomplicated by thatricacyof the general RC/HC
relationship to UN agencies/here the RC/HC coordination rather than management is further complicated
by having these UN agencies as cluster leldsummary to this one could argue that whilst ovkera
coordination of the response has been good the manner in which the clusters were formalised has in part
undermined that coordinationSomeof those interviewed have expressed an opinion that it is the lack of
commitment of cluster lead agencies that Haeen a root problem.

Context Overview And Recommendations

Clearly the key challenge of Koshi has been hogatagea proper response, how to work on a rdalel
disaster where country capacity was probably not enough, where the Disaster Managementamddel
capacity of the Nepali government is weak and where new conflict could be sparked by a mismanaged
responsé®.

In response to Koshi the cluster system was activated (and furthermore formalised as the future structure)
but there are strong doubts abouthvether or not this has been a succeshke cluster system appears to

16 Several actors even questioned the focus on Koshi, suggesting that it was egarphasised to the detriment of other
issues such as the Western flooding and larslides.
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have beerdropped on top of the Koshi respongdthout an adequataunderstanding or commitment to it
from all actorsit is as if it wagelt the system would manage itseFhe further eacerbated the problems of
the manner in which the cluster system had been set up, allowing some clusters to work without
commitment and without guarantee that they were actually doing the wtinkas clusters themselves that
interpreted what they shouldio for Koshi rather than it being agreed and driven from the certre.
argument could be madthat the manner in which clusters were formalised has challenged the leadership
and the coordination of the response.

There has beehoweversome excellent workdone and some sectors have been particularly well covered

there has also been no report of any disastrous humanitarian need urhetters have been said to have
GONBIFGSR  322R SY@ANRYYSYyG (2 &2 NXTherday ¢ertainly moA R 2 dzi
reports of a complete breakdown in coordination; if there have been problems they have been managed.

There have however been some serious issues, some of which were either caused or not helped by the way

the cluster system was managed. Thesguded amongst other thingsseriousdisconnect between the

capital and the field, the development of parallel response systems, and a serious imbalance in the work of
clusters.

The formalisation of clusters also needs some serious V&oskernment renains committed to the approach

but only in broad terms without much work done by it to integrate it within its own structures. The RC/HC
O2YYSyYy (SR GKIF (G 1 KaSnotyktdwen f@NindetsibddBr in®dtated into the current

governmené @ de{réosed National Strategy for Disaster Risk Management in Nepal, currently awaiting
endorsement, commits the GONto alignitsstdmBS & A G K GKS Of dza § SNI | LILINR I OK &

Clusters remain however not @amswer to all problems and ask a range of further gjoes which if not
addressed can make humanitarian response worse, not better, as has perhaps in part occurred in this case.
There remains at present no plamnNepalfor cluster development beyond the very general TOR used to

guide temporary global cluste when activategthis hasno doubt adedto a lack of focus on agency prigrit

and commitmento the clusters generally. It has certainly affected and continues to affect the development
of clusters which are committed, with questions of wqulknning, saffing, costing remaining quite unknown.
There needs to be a more robust model of leadership for the clusters to work and the Federation should
work with OCHA and the RC/HC in that regard.

RECOMMENDATIGNSLOBAL CLUSTER

1) Conflict Analysis in Deploymeni®hen considering deploymeyinclude a detailed analysis of how a
lack or particular scale of response may contribute to existing conflict or create conflict between
authorities and communities or between communities themselves.

2) RC/HC ProtocolgVork withOCHA at a global level to examine accountabilities to RC/HC in cluster
responses, to ensure that all clusters are treated the same in the field, their work examined at the same
levels and each held accountable to the same standards.

3) Deploymentlexibiliy: Continue a flexible approach to deployments. Small disasters do not mean good
coordination; there always remains the possibility of need which the Geneva cluster with a flexible
approach can fill.
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4) Cluster and Emergency Shelter Training in Key Cour@Goebrough key disastgarone countries and
train carefully IFRC and NRCSyeneralcluster roles and resmsibilities as we;;as ,pre detail on the
work of the ESC.

5) Permanent Cluster Establishme@bntinue to push for clarity in the area of the estabinhent of
permanent cluster (of whatever kind) and how they relate to the global humanitarian cluster system.

RECOMMENDATIONS: IFRC NEPAL

12) General Capacity Buildin@ontinue and deepen work with governmeartd NRC® build internal
capacity at all leveland within all programming.

13) Conflict PredictionOHCHRs developing scenarios for early warning for violence includeenarios such
as Koshi. IFRC shotdgb into this for understandingt what levels shelter can be managed internally and
where externadsupport is best sought.

14) Permanent Cluster Issues

a. Cluster Planning: Work with the IASC, OCHA and the RC/HC to develop full and complete plans
for cluster formalisationthat are adopted by all cluster leads, and from that make plans that
detailsaschedué of activities, targets, staffing and other costs etc.

b. Cluster BalancéAdvocate locally to ensure that all responseslisasters are of the same level
by all clustes. Work together with OCHA to ensure that the IASC (and the HC) hold everyone to
accountby the same level.

c. Cluster TraininglFR@o supportOCHA irm more thorough dispersal of info on clusters, both pre
disaster in appropriately targeted districts, but certainly in disasters themselesshould bea
real urderstanding linked to government ownership of the system.

d. Meetings Work with OCHA and others within the IASC to streamline and rationalise disaster
response meetings within the cluster system. Urge for regular meetings of cluster leads.

e. Alignment Work wth OCHA, the IASC and government to better align clusters with ministries.
15) General Coordination Development

a. LeadershipAdvocate with the RC/HC and OCHA that appropriate levels of leadership be
maintained at both central and local levels during all phaddke disaster.

b. TransitiorEarly RecovenAdvocate forcomplete and detailed transitions from humanitarian to
recovery programming and coordination.

c. Civil SocietyAdvocate for stronger recognition armbnsiderationof Nepalicivil society
humanitarianaid during disaster response.

16) Disaster Management Streamlining/ork with all actors to create a mostreamlined disaster
management response in lieu of the new DM act and strategy coming into..force
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ACTIVISATION OF THE SHELTER CLUSTER

The Process of Activisation

Introduction: LeadUp to Activisation:

TheFederation was already inralatively good position toespond to a need to managruster coordaation

before the activisation of the global cluster. TRRCSvas already the main implementer of shelter relief in
Nepal as well as the largest responder overall in natural disasters and has strong links with government and
other actors from central thragh to local community levels. The IFRC delegation had provided various
elements of technical support to tHdRC$ shelter and other related areas over previous years and through
the contingency planning process had developed strong relationships withdters such as UNabitat,

shelter implementing partneras well as with the Department of Urban Development and Building
Construction (DUDBC) under the Ministry of Physical Planning and Works

As early as théASC contingency planning process of 200Wdfvwas based on an earthquake scenario and
already had broken down planninigto clustersithe IFRMad started toexamine capacity inside itself and
NRSC to see how it could manage Emergency Skelvedinationwithin country.

In this environment arvied the Koshi flood and the move flmrmalisationof clusters. The immediate
challenge for the Federation was how to respoAdough timeline of the decisioamaking process highlights
these questions and the conclusions drawn:

1 Koshi disasterAt first the depth of the need took time to gauge. Eventually H@ookedfor responders
for shelter.

1 ThelFRC internally considers its position, felt that the NRCS is strong enough to respond with IFRC
support. Options considered such as remote suppq

from Genea. o)1 . APAI R OEA $
' IFRC informed the HC that there would be no glob@l Dpevelopment and Building Construction under
cluster roltout, without HC or government formal the Ministry of Physical Planning and Works
request. will be the focal department for coordination
f  The UNDAC and HRSU missions prompt the HC in the area of emergency shelter. As the
(through the IASQ) decidethat clustersare convener of the emergency shelter cluster

during natural disasters, the IFRC will co

ordinate the international humanitarian
response in the area of emergency shelter after

major natural disasters; UNHABITAT will

formalised,i.e.they are the way coordination for
disasters will function for Koshi and beyond.
1 IFRC reacts Isending a coordination teatmut with

a relatively light approach, where capacity building PO OEARA OAAE] EAA
would be the overall goalt also considers the Emergency Shelter Contingency Plan 200
ramificationsof agreeing a stanfly role in a 1

formalised cluster system
1 A letter from the RC/HC to the UBnergency Relief Coordinator (ERiGhalled a formal confirmation
that the cluster system had bedarmalised but unlike other clusters IFRC would only work for Koshi
The correspondence and discussiavith both internal and externahctors reveal the process of activisation
was complex and linked to many factps®me specific to the Federation and its mandate but many
connected to processes outside of its direct contiolpart the background relativ&rength of the
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the activisation decisioimaking include the contextual issues already highlighted in the previous section:

1) The challenge in gauyj a correct response to this mievel disaster

2) ¢KS 3ISYSNIt 6SIH{ySasgystent (KS 3I28SNYyYSyiQa RY

3) The process ajeneral cluster activisation, of whithe ESC is a part.
Further nternal Federation questionat also played a key part in the resporiseluded:

1) The capacity oind appropriateness of havilddRCS manage coordination as well as its own
implementation duringa disaster.

2) NRCS reluctance to accept more external actors, new delegates, which is a sensitive subject to many
strong National Sociees.

3y ¢KS | SIFR 27F 5 S fcrEafelsamk Bnd GhérmaRehtrespolise dagacity for shelter
coordination within a combination of the IFRC/NK@8d UNHabitat.

The Letter of the RC/HC to the UN ERC

The 9" of September letter of the RC/HC to thiél ERC whidhdicated the IAS®epal haciecided to

formalise the cluster systeimghlighted the Emergency Shelleraan @rea that requires further discussien

It was noted thatFRC had lead the contingency planning process butsgasctant to sigron for standing

leadership role given its limited -tountry resources.It had howevedk INBESR G2 WK OGAQF GSQ
for this cluster in light of the scale of this current emergeng§oshi.)

The Federation at Geneva has expressed a degressdtsfaction in the formal attention thrown on what
FLIJSIENR (2 0SS GKSANI WNBf dzOGlF yOSQ (G2 Fdzf f GeeldliBha LI2Yy R A
publicityis against the spirit of partnership within humanitarian reform and désl it added unnecessary

pressure to already complexiecisionmaking processPerhaps of particular importance to the Federation

was that the letter impliedh criticism about the level of commitmeittin general had for the cluster

approachin Nepal This critcism was felt even more during the life of the response gtherreports that the
LISNF2NXIFyOS 2F GKS CSRSNI { §oddn@amp&idos thEMe/odtbe othdt St G S NI / |
UNmanaged clusters.

Humanitarian Reform and the ESC

The letter andhe Nepal scenario may actually highlight more important issues.

Thereare some clear problematic areas for the Emergency Shelter Cluster as it stands within current
developments within the cluster system and humanitarian reform, and secondly, this phsations for the

future of the IFRC work both within and outside of disast€e to this is a perceived series of
incompatibilities between the global cluster system and the current push to have a formalised cluster system
at country level, part of tis drive being the need to have this formalisation wherever there is a permanent

17 It was felt there was a major benefiin having a country representative who knew of the Humanitarian reform process
and also that it was their responsibility to deliver on it and was supported in this by their linenanager at a regional level..
They knew it was part of their job; however itis not directly indicated in their or any other Head of Delegation TOR,
something which should be addressed.
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Humanitarian Coordinato(There are clearly questions of humanitarian reform in general, differences
between global clusters and what permanent or formalised clustec®imiries mean, including the work
needed to balance these; these questions are beyond the scope of this feport

The activisation process and the letter to the E&@al at core a clash ofiotivations ancheeds between
key actorg; in this case the RC/HCdthe Global Emergency Shelter Clugterclash that helps us examine
how the IFRC convened Emergency Shelter Cluster is challenged by having permanent clusters.

RC/HC Position

1 TheRC/HC (in padrgedby the HRSU in Geneva) is looking for a permanestaslpresence for
Emergency shelter, not just in current disasters.

1 The RC/HC needs to have some kind of response available for mid anddueelatisastersif the
CSRSNI A2y 62y Qi R2 GKS g2N)] (GKSYy 6K2 gAffK

1 The internal debate within the IFRC on howduld respond to a permanent activisation and
certainly the final response that it would not (the initial response) was construed to be a general
reluctance to be held to be accountable on a permanent basis.

Federation Position

1 ThelFRC ESC unit are loukito respond within their institutional mandate and within the
agreement with OCHA that it will convene the global emergency shelter cluster.

1 The ESC do not in general roll out in mid or lelegel disasters; that is left to national capacity.

1 The Fedaation sees the RC/HC has misinterpreted the nature of the cluster system by mixing two
separate systemg the global humanitarian clusters with some kind of permanent presence aligned
by cluster.

Theglobalissue for IFRC is that it is reluctant to haygeemanent role for cluster coordination with a

permanent accountability to an RC/HC. The reluctance is not because it does not see the importance of key
aspects within the drive to formal permanent clusters, areas of preparedness or capacity building etc b
rather the complexities of the ESC and of IFRC itself within the cluster system. Why is the ESC a particular
challenge when considering a formal permanent rolednintry?

1) ¢KS 9{/ 2vie NBI&tmeBirgeficy ShalieriClusteRiR untiiersclisENg the
global systenand cannot be easily compared for like for like in terms of its structure nor its response.
The key issue is that the ESC only responds during the emergency phase, as indicated above. IFRC
O22NRAYIl (i Sa badiKahd imieBiaerstieke2nédd@ 1Ty R Al A LISOATAOLf £ &
transitional or permanent housing. It hands over the work of coordination to another actor for recovery,
usually UNHabitat. It is the onlygluster to do thi&’. How thento construct apermanent standby status
for a shelter clustewhenthey do notwork permanently?

18 Another different between the ESC and other clusters is that it has a division of duties between natural disaster and
conflict with UNHCR, but hat feature is shared also by the Camp Management Cluster which is shared between IOM and
UNHCR.

19 MOU between IFRC and OHCA on Emergency Shelter Coordination for Natural Disasters.

20 With WASH for example UNICEF is expected to do all the work from disastierough to recovery, it is expected to be
permanently available. Whilst it may not be the same staff that respond in recovery (surge capacity having returned
home) UNICEF is still in charge.
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2) An IncompatibléMandate?: The IFRC is not part of the UN and although the Emergency Shelter Cluster
falls within the general leadership of th&umanitarian Coordinatothe IFRC does not report to it; its
internal stakeholders are very differeniThe mandate of the ESC as seen within the MOU between the
UN and IFRC is clear that the Federation will only work within the cluster response within the emergency
phase and only when decides when to respondHow carthe ES®ave a permanent stanlly status
perpetually reporting to the RC/HC?

3) National Societirole Confusich Connected to mandate is the issue of the roléhef NS in any
formalised cluster systensince the role oftte National Societies intimately tied into the role of the
Federation The proposed formalisation of the system in Nepal suggests international organisations
leading. Yet thé-ederation is made up of its members, the national socigtied the Federatin
delegation incountrygivessupport to build national capacitWill a stronger role for the NRCS go
against that formalisationcalling into question those key areas of cluster response: neutrality,
impartiality, independence Secondly, if the NRCS ddead cluster coordination, even up to ni&lel
disasters, will there not be a power dynamic set up, with all the other cluster leads being international
staff of international agencies

One of the ramifications of this is that it this mismatch in clustsponse to disastemrmay feedback into any
cluster imbalances already in plades an example when d&&SGeam is deployed iknows it is only working
for a short time on these issues and it has a period of usually three months to complete its warkdtflat
out to do that. UN agencies that have large staf€auntry are in it for the long haulhere is a possibility
that if they are not lead centrally, and tasked alike to respond to a disaster that they may not rdgsott
ESC.

Staffing 21

Naturally the composition of the Emergency Shelter unit was based on the various contextual aspects of
Koshi as well as the process itself that lead to an eventual agreement with the UN RC/HC on a deployment.

During this period several modalities of resgerwere discussed including the provision of remote support
from Geneva, a onperson only deployment and the final mixed capatitjlding model finally chosen. This
process included work done by the Gen@&lelter Departmenbn various adapted terms oéference as

well as their contacting of members of the ESC roster to request they-afmt possible deployment to
the field.

Thefinal decision on having a deployment was made formally on thef&eptember. Geneva reactions to

this were slightly delyed by its own capacity issues (key personnel were on holiday and there is a key post of
ShelterCoordination Team Officers yet unfilled) but much of the preparations had already been made

during thethree-weekdecisionmaking processsiven that theravas no other activisation of the global

cluster at this moment althoughHonduraswvas considered for a few dagghere was little pressure on

staffing capacity for the mission itself.

Staffing of the Deployment

21 An additional person also arrived from the IFRC Kualaumpur office to assist with the NS as it had relatively weak
systems for such an unusually strong disaster.
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The overall rationale spelt out by the V@uis internal stakeholders though not expressed clearly in the

mission TOR, is that due to the various contextual questions raised, the scale of the disaster etc, this mission
would also be geared towards trainirlg.factcapacity building within both theSC team and NRCS were

stated as the main component of the missidimis naturally dictated the nature of the team.

The ESC team was made uisimembers who were almost always not working at the same time.

9 Trainer/CoordinatarThe Federationélt
that this was a perfect opportunity for a

seniorroster consultant to mentor a trained Regional Inputinto _the ESC?
member of the team who &d not yet done This was talked about by many Federation stakeholders in
the actual work of coordination in a disastel the process and it is clearly something that needs

development. There appears a lack of clarity on exactly
what is the role of the Regional IFRC offices and ESC
deployment. Is it decision-making or resource support?

setting, he was choseapecially due to his
experience of large disasters, recently

cyclones Sidr and Nargis. One member of the ESC team suggested that the regional

91 Coordinator/TraineeThe trainee was office 6shoul dé get involve
selectedto have experience of coordination not, partly because it is not sure what they may add. One
in a relativdy reduced pressure of the ESC coordinators wondered what exactly they might

get from the IFRC at regional offices. Certainly
deployment issues are almost always only conducted i as
in the case of Nepal and Koshii by Head of Delegations
directly with the Geneva shelter team.

environment, givingexposure to someone
already trained by the Global Cluster but
who had not lead a cluster responge.
Spanish speaker waglected given the
need to train up suitableoordinatorsfor
Latin AmericaOnce again thidecisionwas in part due to the nature of the disaster, where it was felt

that the less intense nature of it (compared to Cyclone Sidetxample) allowed more space for training

on the job.

91 Information Manager Seconded by Netherlands Red Cralss Information Manager was also new to a
Emegency Shelter Coordination Team; the reduced intensity of Koshi again allowing such a deployment.

1 National FieldIM Officer x2The tasks of thénformation Field Officewereto attend meetingslobby
officials, andcoordinate and obtairrore shelterinformation. They were hired through the NRCSpart
of the NRCS capacity buildisince it wadopedthat these staff would be retained by tiéSonce the
cluster work had been completed.

1 Technical AdvisoHahitat for Humanity wanted to be involved in the disaster response but had little
funding and not a strong mandate for emergency work. As they wetteugiasic and had good technical
knowledgethe shelter cluster hired one of their experts to assist with technical issues; they worked on
advice to implementing partners and government and provided input into recovery designs.

Problems Identified

Although aspects of staffing obviously workedecruitment went relatively quickly once decisions were
made, deployed team members were motivated, new ESC staffibacexperiences etg there were clarly
issues related to staffing and a lot of thesm® interrelated. For example a lack of continuity affected
perceptions of roles and responsibilities, the unclear roles and responsibilities and the lack of a detailed
handover impacted on the capacity buildietg.

4|Page



ContinuitylssuesThis has been identified askey issue for the ESC deployment, thoughasaseriouss the
Tajikistan deployment.

9 The trainer/coordinator arrived and almost immediately left for a shelter meeting in Geneva together
with the Head of Delegatiofhis made the first week of the coandtor/trainee much more difficult
than it could have been as well as immediathallengedhe capacity building componeuwf the
mission It also meant the Information Manager spent much of his first two weeks on coordination
related issues rather thadeveloping an IM system.

1 Internal handovers were problematic and there was confusion. The coordinator/trainee felt it was
limited whilst others of the team felt it was sufficient. Clear guidance and an established protocol for
handovers would be very usdfu

1 The trainee/coordinator left after only one month whielstuallyleft little time for coordination or
training for coordination.

91 It was felt by some that thediner/coordinator(who ultimately did the workiheeded to be ircountry
for a longer periodo provide continuity. There were claims that théarlyR S LI NifipdzikeB 6h the
work of the coordination, with a loss of both momentum and institutional mem8gme suggestetthat
there was a serious gap in coordination after the coordinator lefth witl-Habitat not really present
either at feld of capital levelg.g.winterisation stopped.

Roles and Responsibilitigsiclear

1 TheTOR for the coordinator/trainee states that he was responsible for the coordination (supported and
guided by the trainer/oordinator) when in actual fact the latter did almaat the workThis was not
planned but decided internally by the deployed team on the return from Geneva of the
trainer/coordinator, especially as the trainee/coordinator was already soon due to leavigeld

9 This had the affect of confusing some act@se person mentioned that they did not know understand
the relationship between trainee and trainer coordinat@rthey were seemingly intechangeable but it
was not clear.

1 Another person commented dmow they felt that the coordinatdtrainee was the only coordinator and
that the trainer/coordinator was an advisor, then whre formerleft, the advisor took over.

National Staff Recruitmeri?elayed The recruitment of staff through the NRCS was praotatgc on a number
of levels.

1 The IM officers were not contracted until tfli'q)ctober, nearly two full months after the disasté&his is
clearlyfar too long for an emergency deploymenitany kind andimpaired the ability of the ESC to work
in the particularlyimportant early period.

1 A knockon effectwas the impact on capacity building, reducing much of the time that the
trainer/coordinator and the IM manager had for both internal and NRCS developgrikay were
involved with more junior tasks usualtpvered by these locally recruited staff.

9 Finallythis recruitment processontinued the confusiomvithin the NRCS as to the role of the ESC and its
supposed independence to the IFRC and NRCS.

Several of the internal stakeholders had reservations of udémipoyments as trainingihe overaleffect of
these interconnected issues was that the capacity building was marginalised by staffing issues. It could be
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argued that if good came from the training component of the missiovad somewhat despite the dtang
rather than because of it, especially given the lack of objectives,-plarketc.

Administration and Logistics Support for the Mission

Administrative and logisticalupportfor the mission was provided either through the Geneva unit, by the
IFRC/RRCS offices and staff in Nepal directly by the team themselves.

OfficeSpace was provided by the Federation in Kathmandu. Computers and communications equipment

were brought in by one of the staff members from Geneva. Vehicles were hired locally Bg&hteam with

support from IFRC. Otherwise they had support with vehicles from IFRC or NRCS. One member of the team
aFAR GLINY OGAOFf &dzZLJLR2 NI o6& bw/{ FYR LCw/ 6SNB GAlIl f
In general it was felt that there was nothing that was needed tloatiad not beobtainedand that support

was always there.

There was however some confusion within both contracts and staff advances. With the former some staff
arrived in country without any contract at all and were only issued much, latdch must be addrssed,
especially as these emergency contexts demand that staff are purely occupied with theawiifig labours.

With advances the Federation office in Nepal was at first told it could not issue them as mistakes had been
made in the Myanmar deploymerthis created unnecessary woand delaysn an emergency situation.

The National Society and the Emergency Shelter Cluster

Background: The National Society

The National Society of the Red Cross in Nepal is well known ancesmdictel throughout the couatry and
it hasreportedlya strong capacity for humanitarian work, especiallyréief distributions and as is
commonly the cas# has a strong distridievel network of staff and volunteers. It also has a reputation
beyond Nepal of being one of thek@ngest national societies in the region.

Given the weakness of government disaster management structures (and the weakness in governance in
general) the N8&as beerthe near de facto humanitarian responder on behalf of government. A standard
response talisasteristhat the Ministry of Home Affairs would call a meeting of key players whereupon the
NRCS would be asked to do the actual work of humanitarian relief. In what was calledlacomlicy all
organisations were asked to channel their work thrbilge NRCS, especially for any distributions of-non
food items?, which would then coordinate the distribution

In response to the Koshi disaster the NRCS was one of the first respondepsickdgtook over distributions
in Sunsari. After a few weeks @ported that it had at least one person in each of the camps both on the
Sunsari and Saptari side of the diiwing flood. They were also said to be one of the few organisations to
get vehicles through the frequent bandhs which occurred during the mespo

22 |t should be noted that this onedoor arrangement is not a formal systeng there remain different interpretations by
different actors. It also faces sme criticism; some members of the humanitarian community feel that the ondoor policy
does not result in efficient response and point out how in areas where NGOs were strong, its presence could be leveraged
for humanitarian response, rather than relying slely on the NRCS for distribution.
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Despite this work it has been commented on by some that the NRCS relied too much on people and less on a
strong systemWhenthe Disaster Managememirectorleft for Myanmar much of the good woedready
doneunravelled, with a lack of ability at dit levelin particularto take key decisiongnce made by this

person and a lack of good communications with the central level to make up for the loss of decig

locally.

Secondly the ability of NRCS to work with international actors on an émptaig (where they ar¢ust one of

the manyimplementing bodies) within the cluster system has been called into question by the Koshi flooding.
Thechairmanof the Sunsatrilistrict chapteradmitted this change from the ongoor system to coordination
andimplementation on an equal footing with othehas come as something as a challenge.

Several actors felt the NRCS work locally was at best uneven and needed much more central supervision.

More worryinglyperhapswas the suggestion by several respondehis the NRCS muchdalose to

government at a local levélith suggestions of political influence in distributionm)e person said the NS

GSNBE alF NNR3AlFyidié¢ 06SOFdaAaS 2F (GKAa Of2aS NBflGA2YyaKAL®

O) 6s clear from the outset that the previous oneloor strategy of everybody giving everything to the
. AGETT AT 31T AEAOU T &£ OEA 2AA #01 00 xI O1T A 110 xIi
Cluster Lead

Capacity Building and NRCS

In terms of process the convetgan of the role of the National Societyithin the response to Koshi

eventually rolled intca component for capacity buildindt was the Executive Director of NR@$rained

shelter coordinator within the global clustesho first approached the Head Dfelegation of the Federation

with the idea there besuch acomponent They discussed that the best way forward would be that the
RANBOG2NI g2dz2f R 62N Riihg8hd wdrkof thee klustéthis ided hoddver geder G S+ Y 5
materialized, asth@ A NEOG 2 NRa Ol LI OAGASa 6SNB FdzZfte 6a2NbBSR o
discussions moved on, the Geneva ESC unit felt the need for a firewall between implementation and

coordination and this there necessitated the deployment of an independested team with a capacity

building component for the NRCS.

The decision to have an ESC team in place, which acknowledged a lack of capacity, was seen as a chance to
further build NRCS capacity in emergency shelter coordination

Problematic Relations witthe ESC

However the arrangement of capacity building whilst a disaster was ongoing had some serious implications
for how that training and development functioned. In fact it could be argued that the nature of this particular
relationship made relationsdiween the ESC and the National Society unusually strained.

Issues identified as part of the evaluation andyuite a few of those interviewed, include:
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91 Lack of Independenc&he doser than usual relationship witiRCS affectetthe independence of the
ESC, recognised by many responde®sveral actors pointed out the issue of the relationship between
the ES@nd theNRCSTheNRCS$ & { SR (i K Svhdjed#ibalditiie pefsortdoing shelter be
responsible to® I Y R I Riep(Reclisket staff douldnot forget they wereRed CroskJS 2 LI S @ ¢
1 National Staff NRCS or Ndhe recruitment oESC national staff by tiMRCSlearly just added to this
confusion.One person suggested even the staff themselves did not appear to know who they worked
for. Furthernore these staff actually had better conditions than NRCS staff in the field which created
unnecessary tensions given that other NRCS staff felt they were all working for the same organisation.
1 ESCdoMuch Likehe UN TheNRC$Selt the ESC was too close the UNand this compromised the
Federation mandate. Th@FR(through theESCcannot be a wing of th&nited Nationsbut it can be
linked £
9 Disagreement on procedureBherewasdisagreement between thBIRC&nd the ESC on standards of
work (sphereguidelinesespecially) and modalities of work (for example when during family movement
should relief items be given.)
1 Obvious Tension®ther actors noticed the tension betwe®&RC%nd theESCone person commented,
awhen theESGvas having meetings thesior NRCStaff seemed to disappedr
1 Government MisunderstandingShe
Ministry of Home Affairgvasnot really

('he National Society was absolutely the only
sure of the separate global nature of the I .

ESC andfel i £ IFRC and organisation to be able to move at the height of the worst
_ workndfelt it was part o an political disturbances. This has to be consideregl O
linked to NRCS. Shelter Implementing Partner

Reasons for Problems

In general terms theonfusioncaused by a change of system (from alw®r to cluster) which challenged its

traditional lead role, is mixed with a more general dissatisfaction of not being in the lead anymore and being

just one actor coordinated by an ESC team that it fettaaie should be both supporting it and/or reporting to

it. Other reasons for problems include:

f Inadequate Planning and Focdé email from the IFRC stateid - (i & ik @ill bé kedly focused in
OF LI OAle o6dzAf RAY3 G2 (KBherg/was alak/of ddeqdak QlanGing&oe 0 dzi A
training and developmentThere were no detailed plan$ action anddocumentation on this core aspect
2F GKS YAaaAirzy sla fAYAUGSR (2 Makdh$ogethérthig@ade Ay G KS
verychallenging for the coordinator to balance training with actual camation.

1 No Counterpart: Overload or UnwillingneBise NRCS did not provide a counterpart for the coordination
capacity building. On the one hand it was suggested that the NRCS cayzecitylly absorbed by their
own operation, admitted as mudbe senior NRCS staff, who feel so much is expected of them by so
YIye a0l {1SK2f RSNRY aK2g OFyYy ¢S FNBS dzZlJ adl FF F2NJ
there was also a lack of williness shown by the NRCS to actually receive training in coordination.
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1 Weak Understanding of Humanitarian ReféfnThis isparticularlyevident atdistrict level where
responses to questions on the subject obtained obvious repetitions oflkeyerrelated words without
the concomitant understanding of whatrnteant

9 Against basic Federation principié&here is the (rhis is not the time for capacity building
feeling from the NRCS that at some core level the Bf$C Member of the ESC
goes against the basic principles of the member
organisations role in the Federation3aASy A 2 NJ YSYGSNJ 2F GKS Dbl dAz2ylt {20A
GKS 9{/ AyOfdzRS GKS bl A2yl {@das&éRandN&KoSE | &G Df 201

understanding of the complex relationship between national societies and their inpudédisions
made onthe globalsheltercluster/ SNI F Ay f & GKS bw/ { HRaSdgbbalréthet A F (G KS
its operation should include all those aspectshw Federationi.e.the National Societies.
1 NRCS Felt Responsil#iéthough the NRCisad recognised it did not have the capaditycoordinate the
emergency shelter response durikgshi theravas still a strong feelingf responsibility for norfood
relief itemand emergency sheltaoordination of such a disasteand there was difficutin letting goits
lead role, which was practised during previous (but smaller) natural disasters in Repainember of
GKS LCw/ GSFY RSLX2&8SR 02 bSLIf adldSR GKIFd alKS ¢
GKSY®E
1 Externall/internal In similar vein to that identified in imbalances in clusters there was a strong fageling
the NRC$hat the ESC were external actors who dat know the Nepal context (which of course is true)
andi KS 9{/ Qa NBf dzOil yOSwas 2 42 NJ
perceived as durther undercuttingthe value of

O07A EAOA O1 AA OAO _
IFRC itself. When IFRC takes the role of national/local knowledge.
coordination the NRCS feels that the 1 Shelter not Programmati¢-or the NRCS shelter is
ESC eeds to be close to the National somewhat problematic because it is a response tool not
Society and that it should be written an actual programme, so it is picked up and then put
ET OEAA OEA 4/ 28546 down again, and this has tead to limit the
Nepal Red Cross Society development of both implementation and coordination.
1 SemanticsWhat is impartial and independent? The
NRCS feel one of their advantages it that they are never partial and never dependent on others. This is
one of their core strengths. Whtierefore do they need external experts in such things?
9 Criticism from WithinThe NRC&id not like someone that they felt was within the IFRC publicly
criticising them for working standards and methodolo@yuring one meeting they [the NS] were asked
for information by the ESC team and they did not hiaxaad they were upset at what they felt was a
LJdzo £t A0 SYOFNNIAaYSyid FNRY gAGKAY GKSANI 26y NIylaodé

Information Management Component

The Information Management component of the building of capacity agaety work much better,
probably because there was active involvement from the National Society. The information manager worked
through the two national staff hired by the national society and trained them for future work; both are still

23 Several Federation members suggested this is an issue for many national societies across the regiiwat they do not
understand the cluster system before suddenly having to deal with it in a disaster setting; detadléraining of key NS in
particularly disaster-prone countries would be useful.
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working inrelatedareas one is the reporting officer for the NRCS andaditteer still works for the nowUN-
Habitat lead shelter cluster. The Information Manager also worked closely with addRa@Brpartand
handed over tools/methodologies which included elements of ga@lysis, tracking commodities, ti@&oogle
groups website use etéwork that was followed up by the coordinator/trainer) after his departure.)

The Future: Formalised Emergency Shelter Cluster for Nepal?

It is clear from other clustdeads interviewedhat the implication of having permanent clusters has not been
thought through in much detail as yet. There are some great expectations being placed on organisations that
are not really understoodlo its credit the Federation has already internalised mudhese questions and

has started the process of looking to see what its future might be in a permanent formalised cluster in Nepal.
It has also recognised that its work in Nepal has some implications for the global Federation position of not
working on sklter beyond: W hidbliBen? SYSNA Sy Oé o

IFRQNepalis clearlyenthusiastic in a desire to lead some kind of sustainable role in emergésttgrcluster
¢ they have already lead the newE&&ontingency Planning process and are seen as a trustedsgctor
implementing partners and governmerit an analysis of the possibilities for the establishment of a
permanent cluster the trainer/coordinator of the ESC suggested an IFR@abikat joint venture, which
makes sense given the disaster/recovery spliesonithin shelter on a global levédlhe revision of the
contingency plan in early 200fas acknowledged the lack of coordination on a permanent basis in the
country.

However, as internal discussions within the Federation continued through SeptemberctottbOthe

challenges of having a position within this formalised system (mentioned earlier in this section of the report)
remained.It is clear the Federatiohadii 2 6 S OF NBFdzf y2&G G2 0SS WwWaldzy3aQ Ayl
the ERC letter whichiA OF G Sa A G & WNE6utGidd-aylars @thin s2modeRikelti2 y R ®
Philippined*?

Advantages:

1 Country CapacityA permanent cluster could handle up to niéel emergencies without needing of
expensive, timeonsumingdeployment ofexternalexpertise.

1 Permanent Leadershkpstablishednd Recognised

International Supportlt has sipport from the INGO community.

1 Better Preparationslt was felt by many that a permanent leadership role by someone would improve
preparations. There could be workn quality and standards of shelter items, sourcing of country
available materials, etc.

1 Global Tools Used Localigformation management, coordination etc.

1 Government SupparfAuthorities on all levels support the idea of a permanent cluster (although
knowledge of exactly what that might mean is less strong). Several respondents mentioned the
endorsement of the CNDRC and felt the government saw the clusters as the way forward.

1 Continuing and Deepening Institutional Knowledge

=a

207A AOA EiIDPETGC & O Al AOAT 6O6A1T 1 O6ATT A OEIEIAO O Eix OEA A
AEOAOOAO AOOEI OEOUB6 (Oi AT EOAOCEAT #1171 OAET AOT C
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9 Training and Sector Develoent The trainingof participating organisatiwswill build national capacity.
91 Donor SupportSome evidence cfupport to formalisation if it ifinked to prepositioning, maintenance
of response standardstandardisatiorof relief packages.

Challenges:

1 Mandate Beyond an actual disaster should the IFRC do this? Should it be permanently accountable to
the formalised cluster system?

Added ValuiClarity of Purposd. 4 Y QU G KA & 6 2 Nby exisSny scibrs R/l replacé o | &
national and especigllgovernment capacity? At the very least the system could impede government DM
planning if not done well.

1 Resources

o Staffing Long term needs might be capacity building, distribution training, contingency planning,
all taking time and effort. Where withe human resources be found?

o Funding Global funding for standing cluster response is unlikefhere is a need for foountry
donorswhich is problematic given that donors are already locked into relatively rigid patterns of
aid.

9 Firewall There is a nesfor a greater understanding of the complexity of organisations implementing
and coordinating at the same time.

1 GovernmentNeeds more than wordy endorsements from key staff. It needs understanding and tasking
down to local levels, especially of the DUDBC

1 Half aSector Development/NHCR which is supposed to manage conflict related shelter need is not
engaged in the cluster process in Negzbth
the Federation and OCHA have requested
I/ wQa LINBaSyOsS F2N O}y i Q)3 06 ERE yremgendgued, aghgush I|§ 2
no successyhich hasmplications for the IFRC recognise it is not a fulltime role at this stage. IFRC
and certainly for the work of shelter as a support in contingency planning for the shelter

. . . . cluster, ensuring coordination (especially with the
sector.Unanswered questions include inter ali , ) o
. . government) is needed. It will be too late to bring in
a) Should contingency planning be done

) . external capacity if a major disaster hits, such as the
completely separately for disaster and conflict earthquake scenario. We need the linkages and thg

responsed) What support is offered bthe POADPAOAAT AOO ET bl AA
IFRC tdJNHCR (and vice versa) in the wake @ Humanitarian Coordinator

a particularly huge need?

NRCS and a Permanent Cluster:

The biggest challenge for any formalised permanent cluaternallywithin the Federation in Nepa

probably howthis interacts withthe current lead role othe National Society during natural disasters which

are below the level of an international humanitarian response, but require a cluster response based on the
I / Q& NBIljdzSai

TheNRC&nd the Federatiorlearly feel that it is they that shouttbntinuedoing the coordinatiorfor

national level (i.e. small and medium size) disastEleNRC$oint to the fact that in the past they have

been responsible for coordination on a national level, although they admit that it was not up to the standard
that the glotal cluster demandslhere areobviously some otheadvantages in their leadershitheir long
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standing reputation in the country, their knowledge of the field, an organisational structure down to local

levels! & 2y S LISNE2Y &l A RINREXK SA & (NS IIKG RZFY MK S{ wWGRS T & v ¢

Note that if there is a major emergency, such as an earthquake in Kathmandu valley, thedhalfell Team
Deploymentwould be needed. This is understood by all actors. The challenge for the IFRC is to find a solution
in-country to a push to a formalised cluster system where they have external (IFRC and global cluster
mandate) as well as internal (NRCS questions) issues to manage if it wishes to be a coordinator of some kind
of permanent cluster.

The Decision So Far

Subsequent to the bulk of this report being writte n the Federation Nepal has confirmed to the RC/HC that
it will assume a permanent coordination role for emergency shelter.

Though in a devel opment stage a concept note has
willingness to lead a permanent emergency shelter cluster and at the same time build up the capacity of
the National Society in its operational capacity. This will build up the capacity

t I NI 2F GKS CSRSNI GA2yQa NBalLRyaArAoAftAlne |
the Natioral Society to respond to the standard of the global cluster demands and to become
coordination lead recognised by the other international cluster leads.

One of the key challenges is that at present the only guide to the formalisation is the general globa |
cluster Terms of Reference. There remains no detailed plan for cluster development and it is difficult to
decide exactly how much human and funding resources to apply to the work.

(Contact IFRC Nepal for the full concept note).

Handover

Giventhatthe RSN} G A2y Qa { KStGSNJ O22NRAYIFGA2Y Ay yI GdzNI f
SELX AOAGTf & WSaadperdehénthousiti y B A DIA R Y SENJ A & NBIljdzA NBR (2
recovery.

That partner is usually UNabitat, with UNDP sometimes involved, especially if shelter is clearly identified as

an issue of early recoveryhere is no formal agreement between Wdbitat and IFRC at a global level

(which has its own implications, see later section) but there is an undfficgerstandingUN-Habitat is

responsible fotransitionaland permanent housing within the UN system and the Federation feels that it is
correct to handshelter work to a dedicated specialist shelter agency. Habitat clearly feelsthdasandate

to respond to this.

The Handover Process in Nepal

25 Memorandum ofUnderstanding with UNOCHA.
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In Nepal the handover process has already been discussed within Contingency Planning where all actors (UN
Habitat, NRC®)CHAthe Govt DUDBC and implementing partners) where made aware of the general
arrangemat to handover to UNHabitat after the emergency.

Discussions began as early as October to hand over the work of the cltigterContingency Planning

facilitated the handovehoweverthen the lack of a strong UNabitat presence in counttyindered it

somewhat an oft encountered problem for the Federatiorhe RC/HC wadsoreportedly reluctant to agree

the handover to UNHabitatgk g+ NE 2F GKS 3ISy SNt 3It20Ff NBEFGA2YAKA
of capacity- and would have been happiérthe Federation itselhad continuedeading which was not

possible.

To assist ithe handover IFR@s in Bangladesh after Cyclone Sidr) made a substantial contribution of
$20,000 to fund dlabitat consultan{an international supported by two nationafficers)to manage the
cluster in the recovery phasghe Head of Delegation was very keen to see Habitat take over, partly due to
the ongoing discussions about the establishmensahe kind opermanentcapacityfor shelter within
Nepal.The handover as based on an MOU prepared by the trainer/coordingitself a varianbn previous
models used in Bangladesh etc.

Exact timing of the handover was planned for December, partly because the Federation had met its unofficial
commitment of at least three mahs disaster response and also because the embankment repair was
supposed to be completed by the middle of the month. This would then permit work on a recovery and

return strategy for the bulk of the famili@shere shelter would obviously be a key pashfortunately the

repair did not occur until the end of Januatlye flood waters continued flowingyhich naturally brought

that return and recovery to a near stands{uindermined the already late general transition support of the

UN and partnersand cantinued humanitarian need beyond that which was originally felt necessary.

Although both IFRC and kHibitat incountry are happy with the handover the field mission and interviews
have highlighted a number of issues:

1 Understanding Roles and Responsibgitit was clear that although implementing partners that worked
closely with the ES@hderstood the handover, those outside the shelter cluster itself were less tlear
was not clear whathanges are madehen IFR@adership becomeklabitat leagrship and it was not
clear in particular whether WHNlabitat would keep doing all the work, especially covering humanitarian
issues, or drop these for recovery needs. Several agencies felt that there was a lack of information
generally on what the handoventailed.

§ Continuity It was feltthat UN 6 AGF 0 RAR y20G WLA O] dzlDhefef&e &t O1 Q A
fewer meetingswhich was understood. However tli&ooglesite stopped being updateat all There are
Ffaz O2y OSNYa&a || 62 dzihumandakan heddsee hglawNg Ay 2y 32Ay 3

1 Humanitarian Needs ContinuinGoncerns remain ifour areas:

0 Addressing Deteriorating Conditionhe quality of many camps is now not good with diminishing
standards, partly the responsibility

of the lifespan of temporarghelter i}

materials.In one camp (the Junmka id the Federation leave too early? No, because believe

that the dam would be fixed in Decembe3
ESC Implementing Partner

prison) there are only the original
poor tarpaulins in placelhe needs
of the red zone families who will no
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return will remain important for some time.

o Camp SituationThe field mission certainly showed somsideial need with some poorly located
camps existing on sand flats, with poor quality shelter materials compounded by a harsh
environment dominated by rising winds etc.

o Camp Consolidation: The government ffintding mission decided there would be a need to
consolidate families from the red zone into very few large camps. This will entail some humanitarian
concerns immediately (such as minimum standards) as well as probably continued relief provision.

0 Advocacy: There are strong rumours thatal authoritieswvere trying to get families to take the
50,000 Rs return package even when they had no land to return.tthe red zone families.

To date UNHabitat in the initial period continued humanitarian activities, such as SSl tracking and
monitoring, includingaking responsibility for this during any camp movement or consolidation, in the new
year of 2009 it moved much more into recovery programming, supporting the return of IDPs, the promotion
of build back better structures et The IFRC and NRCS shoulditoe to assist with these endeavours
working with UNHabitat to ensure that residual humanitarian needs identified above are being addressed.

Activisation: Overview And Recommendations

The Koshi flooding is a perfect example of a disaster which falsI& G G KS ONARGSNA L F2NI | ¢
thus does not entail a full retiut of the cluster systeng scenario seen quite often in the last six months

KFa Fa1SR az2yS Of St NJ |j dzS a imaj@ yaiural digakters? Whadilis KISK 9. A.wd wQl 5Q AN
when there is no disaster at all? How does the global cluster interact with formalised cluster systems in

country?It is clear that such questions need careful analysis to avoid unequal commitments being made by

the Federation at Geneva amtepal levels.

Following the disastet took nearly amonth to get anyone on ground, and that has been identified by all
internal IFRC stakeholdefas well as many involved in the humanitarian respoasejomethinghat should
not be allowed to occur ifuture.

GLY GKS FANRG Y2y dK { I LI I iNJemedtitg BartnérA K2 dzi aKSt (S
Gy2 O2YLX FAyid& lo2dzi GKS waduSetlgad NB Of dzaiSNJ SEO
GLOQR LRAYG 2dz2i Ada wiKS aHKpédmtBgwRhrteef dza 6 SNDae f I i
GLT GKSNB 41ad I ySSR I yR (KSNBEsStfVMedbEr g K& RARYQI

26 Resources for Shelter RecoveDonors were already by early 2009 reluctant to continue funding any humanitarian
need, ageportedly they felt it was a situation that appeared to have no end, that there has been no transition policy and
that a lot of money had already been given for shelter. Their conclusions appear somewhat valid but do not remove the
issue of the 3,500 families of the Red Zone who cannot return because their land has basically been destroyed, and who
will continue to require aid until their situation is resolved. Also in April it is reported that 2,000 families returned to their
Red Zone land despite its conditionthey will need support.

UN-Habitat meanwhile has maddunding approaches to donors in country without siccess. There has been little support
except from WFP(linked to vocational training for construction for returnees) A project for low-cost durable shelter
structures for vulnerable groups was included in the UNDP Early Recovery plan but remains unfundéthwever the
government factfinding mission has indicated that government will fund recovery substantially, including land purchase
and house construction.
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This issue is not just an internal issue but includes the manner in which the cluster system was activated and

what that meant for the Federation. Therg ¢learly some work to do to balance the drive to move towards

LISNXYIF ySyd Of dzaidSNER ¢AGK gKFd aSSY (2 06S LI NIAOdzZ | NJ |
this work needs to be done, not just in NepHhere needs to be a solid analysishe complexities (perhaps

SOSYy (KS WAyO2YLI GAO0AfAGEQO 0SGSSYy (GKS CSRSNI GA2YyQ:
institution under the leadership of the RC/Hd the ongoing work of building the capacity of National

Societies

Eveng KAf &l GKSaS WwWadNIdS3IAOQ ljodeSiara m@e/siearligdE3Qi RA & Odza & A
response based on a range of disaster situations. The lateness dépf@ymentwas compounded by the

almost immediate removal of the trainer/coordinators(avell as the Head of the Delegation). This had

implications for the general activities of the cluster (in that they were partly delayed) and it is felt they

particular damaged the ability of the ESC to work on the area of capacity building that was seen a

important to this deployment.

Staffing Seniority of staff was not an issue but rather a) the role of all the staff b) their length of time in
country c) the relationship of the whole team to the NRT& decision to recruit national staff througinet
NRCS was laudable but ultimately costly in terms of mission confusion and time lost whilst waiting for the
staff to be hired.

This capacity building elemertoth internalthrough thetraining of a ESC coordinat@ndworking with the
NRC$ coordindion and information managementvas hampered by a lack of a plan, reliant on people that
mayor may notbe suitable as trainergnd were notproperly tasked; there were simply too many variables.

Some members of the ESC team have wondered about the waliheir deployments. It is difficult, however,
to untangle this question from the belief that there were some aspecth@mission(specifically the
capacity building and early continuity issues) that were not properly planned.

Logistics/Administratio: The current system, where much is supplied by Geneva and IFRC/NRCS and where
the team leader can apply items to budgets and msdmme locablecisionsworks well with an experienced
team-leader. There may be a need to develop a more structured budggstios support fothoseless

trained or confident There does need to be some improvement in the issuing of contracts and provision of
basic advances to staff so that they can concentrate on their emergency duties.

The National Society and the E€@paity Buildingwith the National Society during the disastaade the
CSRSNIY A2y Qa ItaSkoFbal@hd@ing Beldtiors Betwiéehn #hg’ NRCS and thdde@thing that
has been seen as generally successiulje difficultthan perhaps it should havseen during an emergency.

On the one hand the cluster and international staff felt the NRCS was not interested in the capacity building
for coordination.One might argue that once the decision had finally been made that the NS would not
coordinate, then tiey expected that coordination team deployed to report to them. That it did not fuelled
their general attitude towards the capacity building.

On the other handhe NRCS pointed out that thining done by theshelter expert fromKuala Lumpur
worked precsely because he was close to the Wisey say the willingness is there but they need to know
what if anything, trainingneans for the future. They see the advantages of the standards anttaiimh
within the cluster work and think it can be applied bgth. They see themselves as in a perfect position
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between government and theest of the humanitarian community, able to get compromises that others

cannot, whichin part appears trueHowever contrary this may be to some core aspects of the cluster system,
there is a strong feeling from the National Society that if the global cluster is a real part of the Federation and
if that Federation is made up of members such as themselves, then the ESC needs to be much more attached
in disaster situationdf this feeling is replicated in other NS the Federation needs to recognise this as it
continues ESC deployment adelvelopment and design policy which guides the closeness or lack of

closeness of National Societies to the ESC.

The FutureFormalisedShelter Capatyi for Nepal Correspondence internal between the IFRC and the

meetings inNepaland lead up tdoshiclealy show that this issue has not been fully thought through,

although the federation appears of the few agendiefiave started the discussion, partbf course because

it has much more at stake given its separation from the AtNt:ore remains the question of balancing the

3t 20+t Of dZAGSNAB WAYGSNYFGA2yLFEQ Yyl Gd2NBE gAGK (GKS CSR!

The seeming unwillingness of UNRI@articipation within any of the emergency shelter developments is of
some concern.

The HandoverThisremains a challengenot only due to the weakness of the chosen partner-dabitat but

rather the way in which handovers are made and the questions thisg.Much of this depends on the

decision of the IFRC to limit itself to the disaster phase. There are questions about how much the Federation
should assist Habitat, in early staffing, in general funding, in centralised funding requests at Geneva level

When the Federation stops working as cluster coordinator theofilate does not eradicate humanitarian

need and and if forsomereason UNF 6 A G 4§ R2Sa y2i YSSi (KIFIdi ySSR (KS
tarnished.

In this case the ESC unit felt the Hdamer was good but perhaps rushed. There remain humanitarian needs
that the Federation should continue to monitor and work on with-dabitat.

RECOMMENDATIONS: GLOBAL CLUSTER

1) IFRMeploymentPolicy:

a) Work with OCHA HRSU and other clusters to really exawirat the formalisation of clusters
means out of disasters. This needs clarity and understanding down to field level.

b) The Federation has to develop policy about how to manage the drive to have permanent
formalised clusters in countries where it is exgtto be ready to respond to disastefis
policy should include a balance of the following points:

1 When to deploy the cluster and when to relay on national capacity.

A deliberation on the role of the National Societies and their place in any formalyseein.

1  Whether or not to (or how much to) challenge the drive to institutionalise clusters at a country
level

==

2) Deployment ModeScenaris: Consider building models of deployment for different scenarios, especially
where capacity building/training is a @element. Redesign terms of reference for staff and missions
appropriately. Modify ongoing training programmes where appropri@herwise, maintain current
excellent flexible approach.
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3) Capacity Building:

4)

5)

6)

a)

b)

If capacity building is to be a major part of sims then work with ESC coordinators and Heads of
Delegations to ensure enough time and effort is set aside to do this work. If necessary slow down
implementation.

Develop a detailed capacityuilding component ESC rallit:

1 Indicatewhat is expected oftaff doing the training and what the goals are, as well as, not
forgetting, the necessary resources needed to do the work and reach those goals.

1 Make this component of the ESC flexible enough to be adapted to different contexts.

1 Add it to future trainingsessions.

1 Seek out additional expert training staff where needed.

StrengtherRoles and Responsibilities:

a)

b)

c)

Terms of Reference Strength and Clarity: Ensure all internal partners are completely aware of the
roles and responsibilities of the ESC and how thegrplay with the IFRC and the National Societies

All IFRC Head of Delegations should be clearly aware of their responsibility for carrying out the IFRC
obligations in humanitarian reform, and if possible all should be trained, not just in Emergency
Sheter but in all aspects of the reform procegsmllowing on from this, if the Head of Delegation is
supposedly responsible for this, then it should be written into their TOR.

Work with regional IFRC offices to conduct a more thorough training of key HeRCSstaff in
disaster prone countries

Staffing/Logistics/Administration

a) Staff @ntinuity isessentiak; sacrifice things elsewhere.

b) Consider constructing a morelgbadministrative structure to support ESC units, especially for less
experienced coorhators.

¢) Ensure contracts are issued before stambersare deployed.

d) Streamine administration issues in both human resources and financing. Consider providing
authority to senior coordinators of ESCldeads of Delegation.

e) Internal handovers to be through regardless of circumstancé®rmalise handover procedures
through the provision of guidelines.

Handover

a) Maintain aflexible approactio handovers especiallyon timing, withno artificial cutoffs of support.

b) Consider a more robust support for tHébitat funding, given how the lack of a strong handover has

animpact on IFRC reputatioBalance this with a demand that Uabitat follow through on the
commitments made.

RECOMMENDATIONERC NEPAL

1) Lessons LeamThere is a strong need to look inteltyaat how the cluster functioned vévis the
internal actorsinclude the examination of questions that relate to the role of the IFRC and NRCS in a
formalised cluster systentt may be useful to opethis out to a few key partners.
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2) Formalised ClustergVork with OCHA and throughe IASC and in detail to understand what these
formalised clusters actually mean for humanitarian response in country and the impact on Federation
work and mandateOf particular note is how to develop the work of the NatioBakiety within the
cluster, what level of coordinatiomalancedetween coordination and implementation eté/ork with
Geneva on an appropriate response.

3) UNHCRSeek the assistance of the RC/HC in ensuring that UNHCR are part of the shelter discusions an
ongoing developments in Nepal.

4) NationalSociety Work on developing appropriate decisiemaking systems in country to cover should
individual staff not be in place.

5) Residual Humanitarian Nee@ontinue to workwith UN-Habitat on any residual humanitarigssues and
provide appropriate support where possible.
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ACTIVITIES OF THE SHELTER CLUSTER

Introduction: Contextual Challenges Overview

2 A0K GKS | OQldzr £t I OGA @A G A éexterial ciiakeBgesQd rezpondId\Koitsy A ( Q a
weakrBa d 2F (GKS 32 JS Nibxdheedvihin thé clustdd activisafidmieét the internal
challengegthe lateness of arrival and the relations with the NBG&en this context how did the cluster
YFEYyF3S GKS WO2NBQ LI NI 2F Ada 62N]K

Strategy
Strategic Framework

A strategic framework waB A Y I f AASR F2NJ GKS YAaarzy Ay (GKS FANRIDG
in liaison with the Genevieederation Shelter Departmenit identifies key goals and objectives and a

response strategy, thatter including detailed notes on operational and management priorities, and also
provides us with a means of gauging the success of the cluster deployment by its activities. It has few
differences from the norm except winterisation which was seen to lileedy issue for shelter in Nepal.

Beyond that it specifies exactly the twelve iteBiselter Sector ltenSS¥None-Food Item (NFBelected by

the partners to be tracked by the cluster as part of its mission.

Whilstthe cluster implementing partners felhe framework was understood and followed the ESC team
itself felt that it was not always responded to, or followed; there was both a lack of commitment and/or
capacity.The main issue was the lack of implementing partners followed by in part a lackiaf skff
within those implementing partners, see pag2for detalils.

In-Country Emergency Shelter Contingency Plan

The Nepal Emergency Shelter Contingency Plan prepared by IFRC and partners identifies core areas of work
for the various partners as well as the key objectives. It also indicates the then current gaps and constraints
on development.

In actualityin response to Koshiwashardly used at all. In fact it was clear even from the first meeting
between the Head of 8legation, DUDBC and the ESC trainer/coordinator that the Contingency Plan was
already largely irrelevant.

The Contingency Planning review watiop in 2009 found that paudf the problem was thathe planwas
too vague, based on flooding Nepaide, (laking inspecific detail®f those areadlooded locations)It was

02

agreed the plan was not much use as originally intended but, as DUDBC statetl, asdza S ¥ dzf SESNDA & S

lacking in detail,i€ld work demands much more detail, norms, contexts, detailesupfe are really ablo
response fast’¢

27 |t is encouraging that the department (through the recent workshop to revise the Contingency Plaimg) has
internalised flaws in the previous plan, some of which pertain to itself, including that the plan had no element of support
for people to build their own shelter, not enough equipment was indicated and there was no training specified; the plan
presumed many families could build on their own.

49|Page



Shelter Items/Non -Food ltems

At global level there is no agreement on exactly what items should be managed and tracked by ¢hki€ESC

Aa y2i YSyGA2ySR Ay (GKS ah! 0S{¢ Sdgmetgéhay/shelteyiR h/ | | F:
disaster situatios. The subject has been discussed periodically 2068, the overlapsisually beingVASH

items and occasionally with health.¢.mosquito nets buckets, jerry cansOvertime howeveran unwritten

rule has devl®pedthat this issue can and shoute worked out at country level.

In the case of Nepal the ESC brought stakeholders to resolve this question and they choseébtmethae
frames, heawduty plastic sheets, light plastic sheets, blankets, cooking st&iteken sets, lights, mosquito
nets, raised beds, sleeping mats, solid fuel, toolkits, winter clothes.

There were no reports of any problems with this decision in the response to Koshi.

Management and Coordination
Cluster Coordination

Coordination was dne at both capital and local leveBistrict level meetings took place weekly (in the
Sunsari Government Office and in Saptari in the Rajbiraj NR&§)were usually chaired by the
trainer/coordinator or in some cases theformation manager. Shelterlgster coordination was also
sometimes undertaken as part of the General Coordination Meetinchaeired by OCHA and government
(since the work of CCM and the ESC were particularly central to the overall response.

At Kathmandu level meetings were lessginent, partly due to the paucity of implementing partners, and

when meetings did occur, key partners such WASH and Health clusters, did not attend. In fact the general
perception of the ESC team was that both these clusters were unresponsive to caliktdeger (although

WASH did improve over time, but not until late November when a dedicated external cluster consultant

arrived.)An example cited was the repeated request of the Health cluster to undertake a review of health at

the Jumka prison camp, wdhi the ESC, CCCM and other actors feltjg@sardy grave concermgiven the
J2PSNYYSyld 01 2F O2YYAUYSyd G2 aidlyRIFINRa GKSNB |yl
never madeThe ESC felt that the lack of participation in crdsster wak undermined the work of the

Of dzZaGSNJ adadSY +ta | ¢gK2tST AdG FdNIKSNI adz33sSada aGKIk G
outside only with reluctance.

There was no Strategic Advisory Group set up as there was felt there was no needrfoerldyer of actors
given the relative midevel disaster and subsequent fewer coordination issues to address.

Direct and regular meetings with CCM both locally and at Kathmandu levels were very fruitful to both IOM
and the IFRC team, natural given thegsely connected role in camp management and provision of shelter
(although there was reportedly some confusion at times in which roles were specifically CCCM and which
were for ESCTJhey worked closely on a range of issues from day to day needs, itnuninstandard

advocacy and location of future camps.
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Government

The DUDBC clearly understands that they are responsible for shelter in emergeatigrstand they were
good participants in the contingency plannifica process that actually lead to themeing formally

recognised by government as taking the lead in this sector. They are now seg&mgl funding for its

work, because they admit the department does not have the necessary leadership, coordination capacity.
Centrally they appear to undeend both the Emergency Shelter Cluster (and its activities) well, and from
discussions appear to understand the cluster system better than most other government departiiegits.
capacity to work during disasters, however, remains poor.

It became quiteclear that the ESC was simply too fast too complicatedor the DUDBOwhich has

minimal capacity for coordinatigrespecially at the local level where it really matteradhilst working on the
Contingency Plan had empowered government, the disasterdisimpowered them. They were unable to
respond to the needs of the ESC. It should be noted that this in itself is not a criticism of the ESC but rather a
reiteration of the challenges of building national capacities and managing the needs of a disaster.

Problems for government support to the ESC in Nepal include:

1 UnderstandingNot all local government officers were not really aware, at least at first, of exactly the
role of the ESC. At one point it was reported that local development officers asked the
trt AYSNKO22NRAYF 02N a6KSNBE INB (G(KS K2dzaSaKé ¢KS 5! 5
involved in only coordination or implementation, especially given the work of IFRC/NRCS in
implementation.

9 CapacityCentrally The ESC did not work closely witie tDUDBC, partly due to the lack of capacity of the
departmert at national and local levels. The DUDBC has the mandate for emergency shelter but has little
funding and not enough staffing for emergency shelter.

9 Capacity LocallyAt district level where tb hard work of camp creation, formalisation, provision of
services etc are actually worked through the DUDBC has even less capacity; its single regional
representatives cover aumber of districtsg for example Sunsari was actually one district of 4 madage
by a DUDBC representative out of Biratnagar whilst Saptari was covered by avffitezwho also
worked inthree districts further WestThese regional officers have very little communication with their
neighbouring staff member&everal stakeholdersentioned that the lack of a government
representative locally left the ESC with@dequate representation

1 Knowledge of the Sectahough improving government knowledge erhergencyshelter is still poor,
especially at local levels. Here, whilst thesen understanding of building codes and land surveying
there islittle awarenesf what are the needs of families for housing in a crisis situation.

 RubberStampy D2 OSNY YSyild 2FFAOALFE A RAR y2liwadjirepbriedi A 2y (GKS
theysaid yes almost all the time without thougliT'his does not obviously apply to questions of
minimum standards for family space however, see B8

28 |In fact the DUDBC were only formally recognised by The Ministry of Home Affairs as the focal point for emergency
shelter after the Ministry had been presented with the completed Contingency Plan, which higithted the lack of
government mandated counterpart.
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Standardisation of Response 29

The quality of shelter items varied widelyrtlughout the mission especially in the days before the ESC team
arrived. In fact the poor quality of shelters was of some concern in the first weekseveral organisations
distributing whatever they had in stock to the displaced (such as a plastit @wrea simple frame).

On the arrival of the ESC team it was noted that basic standards impfimefeing the redistribution of
subsstandard shelters as abovilit that did not prevent there being problems with the lack of
standardisation of shelter mkages, the imbalances in quantity/types of kits, and the quality of some of those
distributed. The intelagency monitoring undertaken by UN Habitat in January 2009 states that 52.5% of
those IDRInternally Displaced Persofgmilies interviewedndicatedof the items distributedvere

insufficient to meet their immediate household emergency nedds interagency monitoring undertaken

by UNHabitat in January 2009 clearly indicate the inconsistency in the numbers of some items prasided; f
example for Kichen sets ae implementing agency Marwadi Sewa Samiti provided 8 pieces, whilst Save the
Children provided 15 pieces and NRCS provided 14 pi@ogsrnment officials felt that almost all the
shelterstructuresmeanwhilewere not of good enough qualitygeding to be more robust, more resistant to
rain and heat. Rotary tents and kitchen kits were often quoted as the best quality.

Tensions were apparently evident due to this lack of uniformity in quantity and quality of aid items given, an
issue of concerto several government officials who cited it as a problem between communities and even
between differentfamilies living in the same camp

Implementing Agencies

One challenge of the ESC that was evident was the relative lackrmhittedimplementing parers

involved in the cluster. This mirrored the genguadture where the scale of Koshi appeared to have limited
disastemresponseto only those agencies that were operational in country, and not all of those got involved
either because of the lack of erest or because they did not have sopre-existing capacity.

The trainer/coordinator advocated for greater involvement with both implementing partners and their
possible donors. He encouraged the partners to put in for CAP funding and generally @afed gr
involvement.The ESC team also felt that not all of them were particularly motivated by the sense of
emergency.

The response to requests to give Koshi extra importance was mixed. No organigttiarthe cluster
broughtin extra international staffo assist with the work. Also very few implementing partners felt it
necessary to seek additional funding. Apart from the IFRC who launched an appeal for an additional $1.2
million and the $900K sought by Oxfam, Save the Children US and IOM in the sptgr®AP prepared

by OCHAHabitat for Humanity appealed for US $2.5 million andHtitat for US$1.5 million for shelter in
the Floods supplemeng both received little funding against this appeal.

The ESC felt that the work of implementing partnerswamixed quality but generally good and if there was

a particular area of concern it was that not all supplied information quickly or in an appropriate standard. In
the early work of shelter, including before the ESC team arrived, NRCS and Oxfam veetersewith NRCS

in particular continuing a strong role throughout the shelter response. Caritas and Care were also indicated of

29 This has also been identified as one of the main issues during the recent Contingency Planning Workshop.

52| Page



working well with the cluster whilst Habitat for Humanity signalled out for their work in particular, especially
on technicaissues.

The agencies themselves reported that they were happy with the work of the ESC in distribution tracking,
standard maintenance etc and several said that the coordination work was of paramount importance
regardless of the scale of the disaster lts€he difficulty opartnersattending shelter meetings along with

all the other cluster forums was also mentioned, which is not unusual in these crises situations and
something to be considered. Noted was the general goodwill on all sides.

Information and Communications

Information Management

ESdnformation Management for Koshi was delayed and made problematic by early staffing issues that
prevented the concentration of thinformation Managemenon his coreTOR activitiesA flexible approach
was usedvhich included:

1 AGooglegroups websitdbased on the Cyclone Sidr modéé#signed to provide simple access to all
cluster documentation.

1 Regular shelter tracking and monitoring updabsilt upon a commaodity tracking database already
constructed by OCAl)

1 Meetings agendas and minutes.

9 Visual aids for shelter needs.

9 Tracking support offered for all items distributed, even those outside of the formally agreed twelve.

The work of shelter Information Manageme(i1) was made challenging firstly due to theqr quality and

quantity of baseline datacénsus data waseveral years old and apparently unreliable) compounded by the
difficulty in gauging how many people had been actually affected (made difficult by the challenge of access in
the first weeks to aras of victims and the generally mobile nature of population. Early information on

numbers was patrticularly sporadic and highly variableere was, for example, no information on supposedly
20,000 displaced in Saptari for one week after the disa3tee. g@vernment was also reluctant to report

Indian refugees and victims living with host families.

By the time the ESC coordination team had arrive giopulationwas much more settled in camps and
access (though made problematic by the dlillving floodriver) had at least been resumed to both sides.
Continual movement of beneficiaries plus lax registration/verification by authoritiesatitinue tocause
problems however during the whole missidrhis meant the ESC had to gauge as best as possible bamyefici
numbers to fill in gaps in information; these were accepted by all partners in the cluster.

With regard to the information provided by the ESC, access to it and interest in it were iBlsedatter was
difficult to affect given the mixed quality ahplementing partners and other clusters. The ESC managed the
poor access to the internet at the field level by printing all documentation for all partners.

The ESC relied on IOM in its role &S Klleadfor a lotof the information of movements of familigas did

many other clustersis well as on national staff of various agencles.L h a Q&4 RA & LI I OSYSy d (N
invaluable. FotM the ESC Information Manager worked closely with the only dedicated IM stflintry,

OCHA anthter with CCCM whethey posted dedicated IM staff in early October.
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Several implementing partners as well as OCHA felt that the ESC was proactive and comprehensive in its
collection and distribution of information.

Communications / Visibility

Information on the work of the &C was passed to partners in document form (the strategic framework as
well the regular tracking updates, minutes of meetings, agendas etc) and through the regular meetings at
field and capital levelS'The ESC was well knoand identified by many to be singat both central and local
levelsg especially through the trainer/coordinat@nd the information manager. Some areas of concern did
appear however:

1 Inner CircleBeyond the immediate shelter cluster members themach less understoodbout what the
H/Qa NRfS g & A JORwA ot vielSkNdgwn.¢ KS Of dza i SND A

f Relationships UncleaTheA y it NXA O OAS&aQ 2F (G(KS 020K GKS NBfIl GA2YyackK
well as its relationship to the Nepal IFRC delegation and NR&Swteparticulary well known, and
confusing to many.

1 BeneficiariesThere was no information passed to beneficiaries directly by the ESC team. It relied on
implementing partners to pass on information, including what provision families would receive. There
are concernshat beneficiaries only know of NRCS locally and also complaints of information
WIFGSTSSLISNAEQ NBAGNAROGAYI AYF2NNIGA2Y G 020K 320°€
should be responsible for controlling rumours, which were substantial, aet gblitically motivated.

1 ProcessesThey were noalwayswell explained. For example, the handover, whiea
trainer/coordinator left andUN-Habitattook over there was a lack of communication on exactly what
this meant. Some people felt that it meantthing, that there was no change in the system, or the work,
but just the person.

Part of the problem is that there are no printed materials existing to communicate to variouststéders
about the work of the ESC. A toolkit exists for the ESC team Adatfoklet exists but this is for @audience
eRdzOl 1§ SR AY K dzY Fhy¢ GeindviRRA Sfieltd Bepartiiagisie this issue is currently being
partly addressed, throughoth printed form and video.

Assessment of Need

The ESC did not conduct @wn assessments of shelter; it was felt that its internal resources were not

adequate for a separate assessment and also questioned the need. Instead it relied on others to undertake

the assessments, especially those conducted by IOM and the CCCM. The &3t government several

GAYSa RdzZNAy3 Ada FraaSaayvySyida o6& LINRPOARAY3A GSOKYyAOI
lack of consultation. On one occasion the trainer/coordinator received a call in Kathmandu for assistance the
goverrment needed to do an assessment the next day in Sunsari and Saptari.

It was felt by the ESC team that there was no need for a separate shelter assessment. The evaluation has
found no evidence to challenge that.
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Challenges and Advocacy Issues

Naturally dumng a response to natural disaster in the context of Koshi there are manyréleed issues
that are part of the work of the ESC, some internal, some extesnate about whiclthe ESC has the ability
(and obligation to make advocacy and others whiale &eyond its influence.

It should be noted that as in other disasters even those areas that are within its direct advocacy responsibility
the ESC worked in tandem with other actors, especially CCM given that most of the shelter provision was
within campsorganised by the IOM managed clustas, well awith OCHA, as guardian of overall aspects of
humanitarian response.

Cross-Cutting Issues

As mentioned earlierttere is little evidence of crogsitting issues being addressed by intgency meetings,
either those of the IASC or cluster lead meetings. In the supplementary CAP released by OCHA in late
September there is only minimal mention of gender and HiV/Aids (both within the health cluster) and
environment as well as age are not mentioned at all.

The ES in its part tried to address this lack of crositting work through pushing for more cluster lead
meetings where these issues could be addressed between clumiethere was little followthrough on this
from OCHA or the other clusters.

Winterisation

'Yy T RRSR StSYSyid 2F GKS aGNIGSIAO FTNIYSE2Nhe F2NJ Y24
response. The ESC took the lead on this, advocating as early as the first week of October for increased SSI

support: mattresses, wingroofing, stovesnd fuel, insulation of both roofs and floor. CCCM played a role in

this advocacy and it was supported by OCHA, who were happy that technical experts could introduce this

issue.

Full winterisation was never an option explored by cluster agencies. Recorati@rsdwere made backed

GAGK GSOKYAOIFf &dzZLJ2 NI FyR 3dZARFYyOS 2y (G@LIAOLE &SI Gl
certain level, with extra blankets, clothes, raised beds. An examination revealstitist there was some

extra distributions rade by agencies there was in general a lack of commitment (and extra funding) from

partners to meet the gapg.he ESC feels it did as much as was possible given the paucity of interest from
implementation partners.

Forced Removal of Displaced from Schools

Several months after the disaster there was a big push by governfsgmported by UNICE) move the

IDPSrom camps organised in schoolhe ESC, CCM and OCHA advocated against this decision, given that

the new locationschosenwere not particularly god, were not enougho meet standards such as sphere

and had not beemproperlyprepared{ SO2y Rt & (KSNB 6SNB O2y OSNya Fo62dzi
manage large IDP movements, which were partly born out during some moves such as when the government
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requested NRCS to provide relief items to 100 families that were being moved only for 300 families to arrive
at the new camp site.

At first the RC/HC was in agreement of the UNICEF supported venture but successful advocacy within the
IASC obtained his suppidor a delay in the implementation of these moves until adequate places could be
found for those being relocated.

Host Families

Some families made homeless by the flooding were helped generously by others who hosted them and
shared their own often mini@l resources. This added strain on host communities and families was clearly
identified as an issue and problem to address (especially consideringdsiimg takes strain off camp
resources and management as well as provides IDPs with a more normattivimmhment). There were

calls by OCHA, joined by ESC and others to ensure that families living with hosts were properly registered,
verified and received aid.

CKS I20SNYYSyl ¢l anteNSddh Ndst3amily upgory o tihe displadadébiding to
one organisationThe NRCS was also a supporter of the government po$itieia.asked to give foad the
host families as well as those they hosted gavernment did not agreeélhis in part lead to further problems
with camps becoming a puliétor, putting greater strain on their resourcegith substantial numbers of
families remainingvith hostfamiliesand keeping an empty tent in camps in order to remagisteredand
receive aid.

Calls by WFP and others for this to be addressed higherithhin governmenmade some progress as
distribution of food in particular was expanded into return areas but beyond this there was little success in
this area.

Indian Refugees

At one pointthousands ofndian refugees arrived in Sunsari and Saptatiidis of Nepal, mostly because
these areas have points of higher ground not found in the devastated part of Bihar.

Humanitarian organisations, lead by OCHA and including the ESC team, reminded the Nepalese authorities of
their duty of care to the Indiarafmilies displaced The Nepalese authorities were generally reluctant to

respond to this advocacy, claiming that the Indian familesild bedoubleregistered. Unfortunately such

claims remained impossible to verify as there was very little communicatmmssthe border by any actor,
government or otherwise. The E&@m reported it did attempt to use both the IFRC and WFP to discuss

issues crosborder but these failed.

After more than a month, after continual and repeated urging from the humanitariamuanity, Indian
families did receive at least some assistance. In early 2009 those that had not already returned
spontaneously, returned to Bihar on buses provided by Indian authorities.
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Registration and Verification

Government registration and verificati was poor throughout relief operations whiatade those

operations difficultand it was furthelcomplicated by the transient nature of the population (both in general
and during the postlisaster period) and as a result of some ppolicy decisions bgovernmentearly-on in

the crisis.There were frequent under and oveounting and allegations of beneficiary lists polluted by-non
victims.

The NRCS Sunsari suggested thahatthe height of the disaster up to 50% of some camp shelters were
actually enpty. People were living with host families or back on their larids had kockon effects of
making relief difficult tagauge distributions sometimes chaotic, with some relief items certainly going astray.

Politics And Politicisation of Aid

There werdrequent bandhs in both Sunsari and Saptari, many of them lead by the Koshi Victims Struggle
Committe€® who stopped movement of vehicles, prevented aid from reaching people and blocked repair of
the embankment. At one point Sunsari affected areas wereeda®wn by protests fofwenty days with

protests about the government plans for return, which were felt to be insufficient.

Saptari in particulanith its many armed groups) remained a difficult place to work for both government
and humanitarian orgasations with security of staff, programmes and the aid itself always a coriCieen.
government and NRCS were seen as weaker there which, given theicameected history of relief
management, had implications for the speed and efficacy of the Koshomesp

There was also a perception that the alleged registration ofviotims (mentioned above) was in part an
outcome of local leaders urging these people to register and receive aid that was not designed for them, to
G3S4G GKSANI aKl NBo¢

Protection Issu es

A protection cluster operated at central and district levélstection representatives made the usual

comments as to what they felt was important in the provision of emergency shelter: that there be no

discrimination in distributions, that gender iS@ & dzOK Fa 62YSy Qa LINAGF O& o6S Yl .
general feeling of secity in emergency shelters/camps and that community participation be central to alll

decisions.

Whilst there was some concern of increased sexader based violence and tleewas allegations of
occasional excessive from the APF and other authorities, there were few incidents to report (especially in
Sunsari); respondentsoth inside and outside the cluster felt that there were no major protection problems.

30 Note that the KVSC was formed on 11 September, submitting a list of demands to the Sunsatribishdministration

Office. Not to be confused with KVS, Koshi Victims Society, a local NGO and Oxfam partner, working out of Saptari District
for more than seven years, addressing historical issues when embankment construction in 1954 (as part of the @95
India/Nepal Friendship Treat) and are still claiming compensation for that construction on and around their land/arious
anecdotal accounts suggest different opinions of IDPs on the activities of KVSC, with some suggesting they had wide
support and others that they were forced to support.
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Festival Disruptio ns

Holiday periods for festivals are important and lengthy occasions in Nepal. It was unfortunate that during the
disaster response there were two major festivals in October: Dish4ii86) and Tihar (27-30"). Both of

these seriously disrupted refiefforts at Kathmandu and field levels, as staff in many cases stopped working,
drivers of relief supplies went home and government offices were closed.

Land for Camps and Minimum Standards

Standards of Shelter Provision

For the Koshi response the effee maintenance of proper standards was clearly wrapped up in the lack of
available land for the displacedhe strategic framework clearly states that sphere is a guiding principle to
minimum standards but the lack of land challenged this from the méggnhalarge problem for all

concerned, government and aid organisations aléksd even@mains an issue now in the recovery and
return phase with 3,500 families without land to return to.

During the emergency all available high land was quickly useshédters andalthough some families did

host IDPs therarealso reports of a lack of community spirit, especially in Saptari, and little willingness by
those unaffected to help others in nedy providing them lantt. Secondly some land that was found was
clearly not suitable, such as the Nauerchowk camp, which is basically situated on a desertified piece of
former flooded land, and is now something of a kettbndoned dusbow. Land along the river beyond the
embankment used for more permanent facilitieten camps became more formalised and organised, is
prone to flooding and will not be sustainable in the futufirdly, displaced familiegquestthat they

wanted to remain near to their land and the easést highway added to pressure on land use.

CCCMESC and OCHA were strong advocates fantietenanceof strong standards but government,

though admitting the issue was important, stated that they had minimal scope to meet standards. Advocacy
was also undermined by other clusters. CCCM, for exarfgil¢hat the WASH cluster went ahead and

Wol O1 SRQ I L} 2NJ 32 JS NIBph&gbi comsttutiihgiaciiigs in(pdot campdobaBonsO K S R
designed for too many people) and they did this without consultation with other stakeholders.

At one pointthe government wanted close to a 1000 families to go epace which undefpherewould

cater for onlyfor only 125 After the ESC advocated strongly $here the issue was taken to tHeeputy
PrimeMinisterwho called the NR3isaster Managemerirector for guidance After strong advocacy from

the Red Cross the number of shelters weduced to 250

ESC Activities: Overview and Recommendations

Taking into consideration the late arrival of the Cluster team membagsrieral the mission met theeeds
of the global cluster, itséFms of Reference in deploymeffibllowed the strategic framewor&nd

3 However it has been suggested by others that there was community spirit it just went largely unreported,
especially during the initial phase when there was a very robust response with local funds.
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contributed to a much better situation for beneficiaries than when they first arriv@gerall the activities of
the cluster team were excellent. Sometb& comments about the team included:

G¢KS YI3IYyAhGdzRS 2F GKS LINRoftSY YSIyd GKFG | dzi K2 NA

cluster nplementing Partner

G¢KS 9{/ ¢gla 3A22R T2NJ A ynfaRkingl matdskeffer WarkyncA SYSy i | YR

better. Itsanalysis and gaf A f € A Yy 3  idipeeRing BaNdsr| 1 ® £

G¢KS 9YSNHBSyOe {KStfUSNI/ fdzad SNI ¢ SUNBaff éeidery | & | 6az2f
¢ KSterf SFR adNRBy3Ite YR GKSAN NBORYSYRI GAZ2ya 6 SNE
G¢KS OftdZAZRBNDdeli AaA G 61 & RATTAGodeintienti 2 O021LIS 6A0GK SEL

A few comments with a negative:

G¢KS f20Ff 3I23FSNYYSY dustaredmi TDEy Ndre alivaydlislling thesithayR 2 T
were wrong someho® ¥N national staff member

G¢KSERANRYDfiedzyRSNRGFYR (GKS LINB&aadadz2NB S 6SNB dzyRS
LRfAGAOaSY (G2 O2yaAiRSNWedmént Yy RIF NRa KFER (2 02YS 10
GThe technicalvork of the cluster could have been better, advice on shelter technigues, training
etc,wefet KSNB gl a I tF 01 27F infplSnenfMNdwekK A LI 2y (GSOK Aaa
GCKSNB sl a tglrea + I oSiegnrsy SELISOGHGAZ2Y |y

In general all the partners of the cluster and those more generally involved blighsterresponse were

pleasedik 1 K GKS 62N)] 2F GKS 9YSNHSyOe {KSt(GSNJ/ fdzaild SN

0ST2NB G(KS wOf dmsitigadBonediShe Wettdr INaMAgEhSIRsters was felt that having
dynamism within coordination was essential for therlwand its success.

RECOMMENDATIONS OBAL CLUSTER

1) Balance Between Deployment NeeGaefullyreviewmissions and what is to be done. If capacity
building is a priority, either of IFRC, NS or government, then give it the space to do so. Do not move so
quickly.
2) NFI/SSI Standardisation
a) Work to streamline NFI and SSI packages (including their qualityglustier partnerson a global
level.
b) Consider formalising the NFI part of shelter emergency given its recognised work on this. Work with
OCHA and clustdeads at global level and seek additional donor fundfirgpropriate.

3) Information CampaigrDevelop acomprehensiveledicated public information campaigaimed not
only at partners but also at beneficiariess part of global deployments. Examine therk of the
Listening Projediamongst other things) and prepare easalyaptable tools for coordination teams in
advance of their deployment.

RECOMMENDATIONS: IFRC NEPAL
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1) StandardsAddress standardisation of NFI and SSI packages through both the A&shtmued
contingency planning processes.

2) Government Capacity Building
a) Need to deepen work witbUDB@®n their knowledge of the ESC and cluster system, especially at

local levels.

b) Work with them on response models that isolate and highlight their wegdacity to respond from
central to local levelsThis will highlight issues toeet in the interim and could allow DUDBC

advocate for more resources to meet its responsibilities
c) Improve the work on technical standards within Contingency Planning.
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ANNEXES

1)
2)
3)

Timeline of Koshi Disaster.
List of those interviewed.

ESC TOR Koshi Nepal

Timeline of Koshi Disaster

Date Event Koshi General Coordination Emergency Shelter Cluster

August 18 | Koshi river burs$ through embankment

and effectively changed courdaitial
reports vary between 4&and 7K
peopleneeding humanitarian assistanct
August 18 Regional Disaster Relief Committee
Meeting¢ BirathagarfOCHA reportedly
the only international actor present.)

August 19 First OCHA representative visitedeth

field. First GCM meeting held (and
repeated daily for the next month.)

August 21 | NTC phone servigestored but with Head of Delegation informs RC/HC tha

intermittent quality. scale of Koshi means no need for clust
activisation

August 28 OCHA decides the disaster is large Government requests NRCS set up

enough to push for full UN and cluster | Emergency Shelter Coordination
resources.

August 2 OCHA reports clusters set up for Koshi| At this time noorganisationtook upthe
management oflhe emergency shelter
cluster.

August 26 HRSU advisor arrives, adds weight to

formalisation of clusters.

August 28 RC/HC letter to donors requesting $10

million of aid for Koshi.
September

2" 26,000 reported to be in permanent IFRC launches appeal for $1.32 million| .

September | camps for shelter kits

4" State of Emergency Declared in affectg Flood appeal states 61 shelter sites

September | region. formalised with just over 50,000

registered, 3 thousand of them Indian.
UNDAC team arrives from Gara

8" Head of Delegation writes to NS to

September confirm cluster activisation.

9" IASC Countryeam formalised cluster

September approach for Koshi response

12" 25 collective centres with an estimated ESC Trainer/Coordinator Arrives

September | 70% of the total amount of disaced
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people.

13 ESC Information Manager Arrives
September
19" Flash floods temporarily displace
September | 200,000 people iWesternNepal.
22" Trainer/Coordinator and HoD IFRC lea)
September for Geneva shelteworkshop
23° CoordinatofTraineeArrives
September
25" OCHA release flood supplementary CA
September
October
2"°October IFRC
8" October First ESC SitRep produced
15" IM Officer Saptari hired
October
16" IM Officer Sunsa hired.
October
21 October Coordinator/Trainee Leaves Mission
November
7" HoD Nepal informs RC of handover ne|
November and suggests Habitat.
23 Consultant hired for Habitat by IFRC to
November manage the handover process.
December
8" Gap Analysis of Shelter
Deember
12" ESC Coordinator leaves
December
15" Information Officer Saptari transferred
December to Habitat as part of handover.
16" Information Officer Sunsari hired by
December NRCS to work on reporting.
26" January | Koshi embankment repaired.
13 March Reportedly 3,500 families still in camps

from Red Zone.
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Nepal ESC Evaluation Interview List

Name | Organisation | Title
HQ & Regional
Graham Saunders IFRG Geneva Head of Shelter departmen
Miguel Urquia IFRG Geneva Senior Officer shelter departmer
Felix de Vries IFRG DMU APZ Reg S delegate for Asia P
Mariko Sato UN Habitat Early Recovery Advisq

Emergency Shelter Depl

oyed Staff

Gregg Mcdoald

consultant for IFR(

ESC trainer/coordinato

Anno Muller seconded from Neth R( Information Manager|
Fidel Pena consultant for IFR( ESC Coordinatg
Anil ESC hirec Information Officer Saptar
Tara Devi Garung ESC hirec Information Officer Sunsat

Nepd IFRC & NRCS

Andrea Reisinger

IFRG Kathmandu

Head of country Delegatio

Dev Ratna Dhakhwa

NRCS Kathmand

Secretary Generg

Umesh Dhakal

NRCS Kathmand

executive director

Tom Prasad Acharya

NRCS Sunsari district]

Pres NRCS Sunsari dist

DaganSharma NRCS Sunsari district Vice President
Bhisma Kafle NRCS Sunsari district Secretary
Bal Kam Dahal NRCS Sunsari district Relief Officer

Government Contacts

Pratak Pathak

Prime's Minister's Officel

Senior Advisol

Thir Bahadur GC

Ministry o Home Affairs

Under Secretary

Mr. Indra B Shrestha

Dept for Urban Dev & Buildin

Director General

Dibeyeswar Prasad Sretha

Dept for Urban Dev & Buildin

Senior Economis|

Guru Subedi

Local District Officel

Durga Prasad Bhandari

Central District Offier

Pradeep Singh

Deept for Urban Dev & Buildin

Regional Office

William Patterson

USAID

UN & Cluster

Mr. Prafulla Pradhan

UN Habitat Kathmandy

Program coordinator Nep3

Mr. Gerard Ferrie

UN Habitat Kathmandy

***Shelter Cluster coordinatof]

Kimkerley Deni WFP Nepal ***Programme Officer
Larry Robertson UNICEF Nepsz Chief, CWE Sectig
Lesley UNICEF Nepsz ***\Wash Cluster Coordinato
Chris Hoffman IOM ***Construction/Logistics Officel
Marc Gschwend UN RCC ***Early Recovery Adviso

Wency Cue

UNQCHA Kathmandy

Head of office
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Vincent Omuga UNOCHA 2?7?77
Karen Brewster UNOCHA Humanitarian Affairs Office
Leith Baker UNOCHA Humanitrian Affairs Office
Qadav KC UN OCHAJNICEF Ass representative Sunsg
Kendra Clegg UN OCHA Humanitarian Affairs Birathagar
Antony Cardon OHCHER ***Special Assistant to the High Com
Lukas Heinzer OHCHR Humanitarian Liaison Officq
Ghulam Sherani UNDP Disaster Risk Management Offic
Andre Paquet ICRC Deputy Head of Officq
Aziz Syed ICRC CoOp Delegate
Milindi lllangasinghe IOM Camp Coordinato

*** denotes this person to also be a cluster coordinator

Implementing Organisations

Aruna Paul Simittrarachchi

Habitat For Humanity

Reg Prog Advisor/Country R{

Gopal Dahal LWF Nepal Programme Office
Bines Roy Oxfam Field Officer
Rita Dhakal CareNepal Programme Office

Rajan Ghimire

Caritas Nepal

Programme Office

Bishnu Kharel

Oxfam Kathmandu

Disaster Management Officg

Mr. Wayne Gum

Oxfam Kathmandt

Country Director
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Shelter Coordination Team : Nepal Floods Response: Terms Of Reference

Background

More than 54,000 people living in the eastern belt of the Saptakoshi River have been displaced as the river
changed its course through densely populated human settlements and damaging the embankment on 19
August 2008 The flood has hit Sunsari district where there are reports of eight village development
committees (Kusaha, Laukahi, Ghuski, Sreepur, Haripur, Narshimha, Madhuban and Basantapur) being badly
affected and some others are in danger as the river is stifiticoing to flow through the damaged
embankment. The impact may expand to Morang district.

Over 30.000 displaced persons have sought shelter in transit camps such as schools, campuses and public
buildings in Sunsari and Saptari districts. Others have takefter with relatives. Around 20,000 people are

still squatting in open air in the Saptari district. According to government sources, around 10,000 individuals
have been displaced from adjoining areas in India and are taking shelter in Saptari didepiah

The search, rescue, first aid and evacuation operation is under way by the Nepal Army, the police and the
NRCS volunteers. On August 21st, the body of a woman was recovered in the Paschim Kusaha Village
Development Committee. According to local diee more than 22 dead bodies are reported to be found in

the vicinity of the Indian bordering villages. A situation assessment including Damage Assessment and Needs
Assessment (DANA) is ongoing at the district level.

The NRCS as a part of the central stisarelief as well as district disaster relief committee is involved in
coordination at all levels, in order to ensure effective response. The N&@®) with UNOCHA, UNICEF, SCF
(US), OXFAM, CARITAS, World Vision and many other humanitarian orgasiaatio CBOs has been
cooperating with the Government. The Federation office in Nepal has been supporting the NRCS with
international representation and policy decision making. The Federation representative is in continuous
dialogue with the UN humanitamh coordinator. Additionally, the Federation representative in Nepal is
ensuring the overall coordination of the Federation support and the support of the PNSs (Finnish, Danish and
Belgian RC).

The NRCS, as one of the main shelter actors, has been reduéstsupport the Home Ministry in
coordinating the shelter response.

Objective

The key objective of the Shelter Coordination Team will be to contribute towards the effective provision of
emergency shelter assistance to the affected population through ttimely and efficient coordination of
shelter actors in support of the national authorities.

This will prioritise:

9 The rapid provision of basic shelter relief assistance to affected households on a large scale.
1 Ensuring consistency in the type of shelésssistance across different agencies where possible and as
appropriate.

Scope of services
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Specifically, the Shelter Coordination Team will be responsible for facilitating and guiding the shelter actors to
do the following:

Identification of key parthey

T
T

Identify key humanitarian partners for emergency shelter response, respecting their respective
mandates angbrogrammepriorities;
Identify other key partners, including national and provincial authorities,

Coordination opbrogrammeimplementation

T

= =4

1

Ensue appropriate coordination with all humanitarian partners (including UN agencies, national and
international NGOs, the Red Cross/Red Crescent Movement, IOM and other international
organizations), as well as with national authorities and local structures;

Ensure the establishment/maintenance of appropriate sectoral coordination mechanisms, including
working groups at the national and, if necessary, local level,

t NEY20GS (GKS AyGdSaNI GAZ2yYy 2-Gutting Sies Lnanfely Qumanltrightés S R
HIV/AIDS, age, gender and environment, utilizing participatory and community based approaches
Secure commitments from participants in responding to needs and filling gaps, ensuring an
appropriate distribution of responsibilities, with clearly defineddbpoints for specific issues where
necessary;

Promote/encourage participants to work collectively, ensuring the complementarity of the various
a0l 1SK2ft RSNEQ | OlGAz2yarT

Promote emergency response actions while at the same time considering the need faeeaxgry
planning as well as prevention and risk reduction concerns;

Ensure effective links with other sector working groups;

Represent emergency shelter needs in discussions with the UN Resident Coordinator, appropriate
Governmental representations, dor® and other key agencies on prioritization, resource
mobilization and advocacy;

Act as focal point for inquiries on emergency shelter response plans and operations.

Planning and strateqy development

T

il
T

Needs assessment and analysis, ensuring beneficiarycipation including adequate attention

given to the needs and challenges by gender and of vulnerable groups;

Identification of gaps in coverage;

Developing/updating agreed response strategies and action plans ensuring that these are adequately
reflectedin overall emergency response strategies.

Utilizing lessons learned from past activities and beneficiary feedback to revise strategies and action
plans accordingly;

Developing the transition from emergency shelter to lontgrm shelter recovery programmiy in

close consultation with UN Habitat as the focal agency for early recovery, and the handover of the
coordination role to other agencies.

Information management

T

Development of simple, usériendly emergency shelter assistance reporting formats irsatiation

with the local authorities, providers of shelter assistance and other key stakeholders; these
reporting formats should include provision for gender desegregation of data and reporting on more
vulnerable groups, they should also be complementaryhe information collection and reporting
systems of other sector working groups;

Promotion of and training on the use of these reporting tools among shelter assistance providers and
other stakeholders;
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1

Gathering and collation of data on emergency sheheeds and assistance being provided in a
timely and efficient manner, including feedback and/or issues raised by the affected population;
Identification and reporting of any gaps in emergency shelter assistance to the Shelter actors;
Development and imgimentation of methods to share this information, as well as broader
information on shelter needs and solutions which the shelter actors wants to develop and/or share,
with all concerned stakeholders and the affected population; this information may nebd tnade
available in the local language, as well as English, to the maximum extent possible;

Coordination with other sectors to ensure complementarity and cseExgoral analysis of
information on the disaster response.

Application of standards

T

Ensure tlat the shelter response is guidedo the extent possible by relevant policy guidelines and
technical standards, as well as relevant commitments that the Government has undertaken under
international human rights law.

Monitoring and reporting

1

T

Ensure adquate monitoring mechanisms are in place to review the impact of the sector
coordination and progress against implementation plans;

Ensure adequate reporting and effective information sharing, with support from the UN Resident
Coordinator or other UN OCHpappointed overall coordinators.

Advocacy and resource mobilization

T
T

Identify core advocacy concerns, including resource requirements, and contribute to key messages
on broader advocacy initiatives;

Advocate for donors to fund participants to carry owigpity activities in the sector concerned, while

at the same time encouraging participants to mobilize resources for their activities through their
usual channels.

Training and capacity building of national authorities and civil society

T
T

Other
1

1

T

Promote and supp training of humanitarian personnel and capacity building of humanitarian
partners;
Support efforts to strengthen the capacity of the national authorities and civil society.

The Shelter Coordination Team will advise IFRC on the approach to smarogs required to
provide the required coordination services to the shelter actors. This will comprise discussion with
the Federation Representative or his/her designated representative, and the Head of Shelter, IFRC
Geneva.

Provision of adequate handorencluding the provision of brief guidance notes and coupteiting

where possible.

Preparation of a short summary report at the conclusion of the assignment on lessons learned.

Guiding Principles

The Shelter coordination Team will, at all times wiearrying out this assignment, ensure that he/she
adheres to the conditions of the International Federation commitments to undertakiegding role in
emergency shelter in natural disasters, namely:
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1. the Federation shall at all times adhere to the FundatakRrinciples of the International Red Cross and
Red Crescent Movement, its policies, procedures as well as those of the Movement, relevant to
international disaster response (including the Seville Agreement);

2. the Principle of Independence will be uptieh respect of extra funding required to exercise this lead
role;

3. the Federation will not accept accountability obligations beyond those defined in its Constitution and
own polices; and

4. the responsibilities of such leadership will be clearly defined,@deA y 3 y 2 NRB2Y F2NJ &2 LIS
unlimited obligations.

Reporting

The Shelter Coordination Team will report directly to the NRCS Headquarters in Kathmandu or to the person
appointed by this Headquarters. The Shelter Department of the Federation willditalsle for technical
support.

The Shelter Coordination Team will liaise closely with the UN Resident Coordinator, national authorities and
sector working groups carrying out coordination functions in others sectors/areas.

The Shelter Coordination Teawill ensure that the International Federation in country representative is
regularly kept informed on the functioning of the Shelter Coordination Team and issues that have or may
potentially have an impact on IFRC resources or identity.

Duration
The duraion of deployment will be subject to separate discussion and agreement.
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