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The Program department in the Country Office is generally responsible for new program development and proposal writing.  If the distribution of commodity or non-commodity program items will be a program component however, logistics staff must be involved from the earliest stages of program design.  This section provides information on:

· information that must be shared between program and logistics staff, and

· decisions and actions that are the responsibility of logistics staff.

Minimum Standards

· Program staffs collaborate closely with logistics staffs during program development.

· The decision to distribute inventory to recipient populations is based on thorough participatory needs assessment and vulnerability analysis.

· Legal factors as well as cultural, religious, and traditional restrictions that may affect which specific goods can be supplied or how goods should be distributed are identified and documented.

	· In a natural disaster, vulnerability analysis indicates those communities in the disaster zone who are most affected relative to other communities in the disaster zone.  For example, some villages in a flood area may be on higher ground and, as such, not as severely affected as those villages in lower-lying areas.
	
[image: image1]


· The assessment and analysis exercises answer all questions listed on the Needs Assessment Data for Logistics Network Design.

· Assessment reports and requests to donors document the reasons for the choice of particular goods and/or the exclusion of others. 

· Targeting criteria are clearly defined, documented in program proposals and widely shared with both recipient and non-recipient populations.  Criteria do not discriminate on the basis of gender, disability, religious or ethnic background; nor do they undermine the dignity and security of individuals, or increase their vulnerability to sexual or other exploitation or abuse.  (See ‘Targeting’ below for additional information on targeting criteria.)

· In no case are recipients excluded from receiving goods or commodities because of inability to make a contribution to SC for any purpose. 

· Targeting mechanisms are agreed among the affected population (including representatives of vulnerable groups) and other appropriate actors and stated in program proposals.  Targeting mechanisms do not undermine the dignity and security of individuals, or increase their vulnerability to sexual or other exploitation or abuse.  (See ‘Targeting’ below for complete details on targeting mechanisms.)

· The method of distributing goods to recipient populations is designed in consultation with local groups, partner organizations, and the recipient groups, as part of program development.   The method of distribution is responsive, transparent, equitable and appropriate to local conditions (see ‘Distribution Systems’ below).  

· Joint planning with donors includes both intervention modalities and budget.

Additional Standards for Commodity Distribution Programs

· The decision to distribute food commodities to recipient communities is further based on a market analysis.  The analysis identifies people’s own food and income sources, as well as any threats to those sources.  (For further information see the Sphere standards on Food Security and Nutrition Assessment and Analysis http://www.sphereproject.org/content/view/56/84/lang,English/ .  

· If food aid is deemed necessary, needs assessments determine the type and quantity of food commodities required to ensure that people are able to maintain an adequate nutritional status. 

· Rations for general food distributions are designed to bridge the gap between the affected population’s requirements and their own food resources.

· Ration size is established on a per person basis and expressed in kilograms, before any logistics planning begins.

· Ready-to-eat emergency food rations are only considered for distribution in situations of acute survival where there is no access to cooking facilities.

· When it is determined that a supplementary feeding program (SFP) is needed, an appropriate supplementary ration is established in addition to any general ration to which individuals are entitled.
For further information see the following:

· Sphere Food Security Analysis Standard 1

· Sphere Correction of Malnutrition Standard 1

· Sphere Food Aid Planning Standard 1: Ration Planning

Targeting

Targeting is the means by which those eligible to receive distributed goods or commodities are distinguished from others in the population.  Funding considerations play an important role in determining the size and scope of SC's intervention, and by extension the selection or targeting of recipients.

In an emergency situation involving refugees or internally displaced populations, the targeting criteria are fairly straightforward as the total population is generally eligible for relief assistance.  

· When disaster-affected populations are integrated into local communities, both the displaced population and the local (host) population can be considered affected by the emergency.  Targeting only the displaced population can lead to tensions among the two communities, as local residents see the displaced getting assistance while their own quality of life deteriorates.

· When disaster-affected populations are living in host population households, consider targeting the host family (with at least a half ration / benefit) taking into account their settled status and access to resources and income.

In stable situations, targeting criteria are based on some parameter of vulnerability determined by the donor or SC, preferably in close coordination with the recipient population.  Once criteria are determined, and documented, those individuals or households best meeting them are identified.

There are several mechanisms for such identification including community-based targeting (community members decide themselves who best meets criteria), administrative targeting (local authorities make the selection decisions), self-targeting (most commonly used in food-for-work programs), and combinations of these mechanisms.  

Each mechanism has advantages and disadvantages.  Issues to keep in mind when selecting a mechanism are:

· Administrative targeting mechanisms may require individuals to state information about their assets.  Such public statements can be perceived as intrusive and potentially undermine social structures.

· In conflict situations, it is essential to understand the nature and source of the conflict and how this might influence community and administrative decisions. 

· Where assistance is targeted through local clan systems, people who fall outside such systems (e.g. displaced individuals) are likely to be excluded.

· Self-targeting can sometimes exclude certain vulnerable groups.

· Attempts to target certain vulnerable groups (for example people living with HIV/AIDS) should not add to any stigma already experienced by these groups.   Confidentiality must be observed at all times.

· Households with malnourished children are often targeted for selective or supplemental food assistance.  This may encourage parents to keep their children thin so that they continue to receive rations. 

For further information see the following:

· Sphere Common Standard 4: Targeting 
· Sphere Food Aid Management Standard 3: Distribution
Distribution Systems
In many cases, the method of distribution (or to whom SC will actually distribute the goods) will be determined by the donor.  If not, the advantages and disadvantages of some distribution system options are shown in the table on the following page.  The choice of distribution system depends on:

· the extent to which recipient representatives, community leaders or local officials have the capacity and can be relied on to ensure distribution to targeted recipients;

· the ability to ensure effective monitoring;

· the security situation and urgency of need; and

· the resources available.

For further information see:

· ‘Recipient Registration’ below 

· Sphere Food Aid Management Standard 3: Distribution
· WFP Food and Nutrition Handbook, chapter 10
· UNHCR Commodity distribution.
· Sphere Food Aid Planning Standard 2: Appropriateness and Acceptability
Advantages and Disadvantages of Different Distribution Systems

Adapted from Emergency Field Operations Pocketbook, WFP, 2002
	MECHANISM
	ADVANTAGES
	DISADVANTAGES

	Through local government

	· Quick and efficient when local infrastructure is sufficient

· Builds local capacity

· Commonly used during early stages of emergency response


	· Government capacity may be limited

· High cost when local infrastructure needs to be reinforced

· Government (or officials) may have financial or political motives for controlling distributions to recipients

	Through traditional leaders

	· The social and cultural values of the population are respected

· Easy in the initial stages of emergency and for dispersed populations

· Low-cost and quick

· No external registration or ration cards are needed
	· Knowledge of social structures and power relations is essential

· Effective only in small intact communities

· Risk of abuse if social structures are broken down or are replaced by abusive leadership

· Difficult to monitor

	Through new groups or committees

	· Undermines abusive power relations and has a lower risk of abuse

· Agency understanding of the local society

· Some community participation, particularly women’s representation, occurs

· Self-monitoring

· Low-cost
	· External registration and ration cards are needed in some cases

· Appropriate in stable situations only

· Groups must be elected so that they truly represent communities

· Resentment from traditional leadership

· Extensive information campaigns are needed

· Plans must be in place to counter any efforts to undermine new groups by old, established groups

	Direct to households in groups or individually(1)

	· Efficient for large unstructured populations

· Initial control over beneficiary numbers

· Undermines abusive power relations and leadership

· Less risk of unequal distribution

· Easy to monitor
	· High-cost (staff, materials, time).

· Limited beneficiary participation

· Registration and ration cards are necessary



	(1) Where distribution is to households:

· distribution to representatives of individual households assures more direct agency control but requires considerable resources;

· distribution to pre-defined groups of households is less resource-intensive and less demeaning for beneficiaries, but is feasible only where there is good registration and homogeneous groups can be identified.


Recipient Registration

A recipient registration system provides the following:

· A reliable and repeatable method to identify individuals eligible to receive distributed goods or commodities.

· Reliable data for planning anticipated resource requirements.

· A means to identify duplicate registrations in an existing registered population.

· Information for donor reports.

SC's responsibilities for the recipient registration system will depend on the specific donor or counterpart agreement.  SC may be required to register all recipients or only those individuals who become eligible over the course of a program after initial registration has been completed.  In either case, SC must continually maintain a Master Recipient (beneficiary) List of registered individuals or households to prevent large-scale misappropriation of goods and commodities. 

Recipient registration is labor-intensive and must be well planned and executed to ensure accuracy and to prevent recipients from registering more than once.

In emergency response programs, SC should begin registering participants as quickly as possible, before leaders begin to seek personal advantage.  The later the registration, the more difficult it is to generate cooperation.  

	


Minimum Standards

· Individuals registering recipients are not the same as those involved in monitoring subsequent distributions.

· All individuals (including temporary workers) registering recipients read and sign SC’s Code of Conduct.

· SC is taken to ensure that targeted female or adolescent-headed households and other vulnerable individuals are not omitted from registration lists.

· Women have the right to be registered in their own names if they wish.

· A computerized, password protected, Master Recipient (Beneficiary) List includes all recipient’s name, eligibility criterion, how eligibility was verified, and all additional demographic information collected during registration.

· The Master Beneficiary List is periodically reviewed by authorized personnel.

· All SC emergency programs have registration procedures in place at the end of the first month of operation.  
Procedures

Operation Set-Up

1. Obtain a provisional recipient (beneficiary) list, per established targeting criteria, from community representatives or local authorities (where community-based or administrative targeting mechanisms are used).  Divide list by recipient’s present residence in the administrative divisions being used (e.g. neighborhood, village, sector of camp, etc.) to determine the number of individuals or households in each subdivision of the target population.  This information will be essential in determining each recipient’s distribution site.

2. Determine how eligibility (targeting) criteria will be verified during the registration process.  Use objective documentation (such as birth certificates, government issued identity card, passports or immunization cards if available), interviews, and/or observations of experienced field staff.

3. Determine what demographic information will be collected during the registration process.  The type of information generally relates to targeting criteria and may include:

· name and gender of family head;

· names, gender and ages of household members (as special programs may be available to specific demographic segments);

· relationships among household members (as the term “family” varies);

· current residence and (for refugees/displaced populations) home of origin.

4. Recruit and train registration personnel.  Ensure sufficient staff to perform the registration properly and provide crowd control.  [Individuals registering recipients can not be the same as those involved in monitoring the distributions.]  Ensure all registration personnel sign SC’s Code of Conduct.

5. Communicate program objectives, targeting criteria and registration procedures to the target population directly or through community leaders.  It may be appropriate to use speaker vans, as well as posters, songs, and radio announcements.

6. Encourage the formation of community groups or committees to facilitate the registration process.

7. To minimize confusion and avoid duplicate registration:

· At the registration site, use fencing, ditches, or other markers or physical barriers (as necessary) to keep people in one area while registration is taking place.

· Attempt to register the entire population on the same day.

· Utilize a method to distinguish between those registered and those not registered, e.g. marking thumbs of those registered with indelible ink; placing bracelets on wrists prior to the registration, and removing them as a ration card is issued.

Establishing Eligibility

8. During registration, physically verify the names on the provisional recipient list with real people / households, and collect demographic information as appropriate. 

9. Record how eligibility criterion was verified. 

10. Record additional demographic information, if any.

11. Once verified, check the names off on the recipient list.

12. If, at the end of registration, there are names on the recipient list that have not been checked-off, or there are families presenting themselves that were not on the list initially, resolve these discrepancies through consultation with community leaders.  Update recipient list as appropriate.

Ration / Identification Cards

13. Issue ration or identification cards to each household.  Cards should:

· be pre-numbered sequentially;

· be bar-coded (if possible) and filed in a computerized database to facilitate name cross-checking;

· contain some form of identification such as a photograph, a physical description or fingerprints to discourage forgery;

· be of durable paper or plastic;

· indicate the name of the card holder, usually the head of household (see note below);

· indicate the household size or number of individuals who depend on the card holder for their ration; 

· break down household members by age groups;

· contain an address, e.g. village, camp sector;

· provide spaces to indicate distributions received; and

· have a stated expiry date.

14. Consider issuing identification cards to female heads of households, especially for food commodity distributions, as this acknowledges women's predominant role as guardians of the household goods in many cultures.
15. Keep blank ration cards in the office safe and inventory periodically to prevent unauthorized issuance.

16. If identity cards are not feasible, issue tokens, books or tickets.

	


Recordkeeping

17. Produce a computerize (simple spreadsheet) Master Recipient (Beneficiary) List based on card issuance.  Include on the list, by recipient, how eligibility was verified and all additional demographic information collected during registration.   Ensure the computerized Master Recipient (Beneficiary) List is password protected with editing provisions.

By computerizing the registration information:

· lists can be generated for use during each distribution (tally sheets and receipts);

· card numbers and family-heads can be matched; and

· data can be sorted and analyzed to provide demographic information.

18. Update Master Recipient (Beneficiary) List information regularly with records of births, death and migration.  
Re-registration

19. Conduct registration and re-registration simultaneously at all geographically adjacent centers to prevent people from registering in two centers. 

20. Collect or cancel all previously issued cards, tickets, tokens, books or other types of registration materials during re-registration.

21. Check and revalidate existing registration documents before re-registration documentation is issued.
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Logistics Plan
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A logistics plan defines the operational requirements, constraints, obstacles and challenges to distributing inventory.  Based on capacity and needs assessment, SC program and / or partner staff will determine what needs to be done.  A logistics plan describes how SC will do it.  A logistics plan includes the following components:

· logistics network design (the number, location and size of warehouses and distribution centers; and transportation capacity to move goods and commodities);

· staffing and casual labor requirements;

· processes to minimize the loss of goods and contingency plans for all major risks; and

· budget requirements.

Each component is presented on the following pages.

Minimum Standards

· A logistics plan is completed during the design phase of all programs that distribute goods.

· An assessment of local logistics capabilities and infrastructure is conducted as part of logistics planning.  The supply chain utilizes local capacity wherever feasible.

· Trade-offs are considered in designing a logistics network and all options are evaluated in order to identify the most cost effective combination that is also acceptable to recipient populations.

· Distribution points are as close as possible to recipient’s home, and no more the 5 to 10 km away for dispersed populations.

· For refugee populations, there is at least one distribution point per 20,000 recipients.

· Recipient households are allocated to only one distribution point.

· There are sufficient numbers of qualified staff to implement all SCM systems.  At a minimum, programs distributing goods or commodities include personnel to:

· plan, implement and control all supply chain processes;

· account for the receipt, storage, and distribution of all inventory at each node in the logistics network;

· conduct ongoing monitoring activities, verify recipient eligibility, inspect warehouses, make end-use checks following distributions; and

· ensure separation of duties between performance, recordkeeping, and review of the receipt, storage and distribution of inventory.

· An organizational staffing structure for SCM clearly demonstrates lines of authority and responsibility.  Organizational structure may emphasize direct operational responsibilities or strengthening partnership relationships.

· There are sufficient numbers of qualified staff to implement all SCM systems.  At a minimum, programs distributing goods or commodities include personnel to:

· plan, implement and control all supply chain processes;

· account for the receipt, storage, and distribution of all goods at each node in the logistics network;

· conduct ongoing monitoring activities, verify beneficiary eligibility, inspect warehouses, make end-use checks following distributions; and

· ensure separation of duties between performance, recordkeeping, and review of the receipt, storage and distribution of goods or commodities.

· All required staff and funds to manage and monitor the supply chain are included in program proposal budgets.

Logistics Network Design

The logistics network is the series of specific nodes (points where goods lie in storage and/or are transferred from one form of transportation to another) connected to each other by links, (transport lanes such as roads, rail, sea lanes, and/or air corridors).  Most networks involve a number of different nodes – the port of entry into the country, a primary warehouse, a transit warehouse and/or an end-user distribution point (EDP) warehouse.  As illustrated below, different links are frequently required between these various nodes. 

There is no ‘standard model’ for any logistics network.  Instead there are options and combinations of options that must be examined and evaluated on the basis of 

· recipient needs, 

· cost effectiveness, and 

· practicality.

Designing a logistics network requires balancing the many options.  Each has a cost and, in general, decreased cost of one option will result in increased cost in other options.  For example: using small trucks to carry goods from the point of entry directly to the distribution site reduces the costs of warehousing and handling - but small trucks cost much more per ton of goods hauled than large ones.

Components of a Logistics Network
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The following procedures are involved in designing a logistics network.  While these procedures are presented in this Manual as four distinct ‘steps’; logistics network design is an iterative process.  In other words, while working on one step, information may be uncovered that will require a return to - and modification of decisions made during a previous step.

Procedures

Identify network beginning and end points

	1. Gather the data listed on the Needs Assessment Data for Logistics Network Design.  This data should be collected by Program staff during the needs assessment for program design.
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2. Determine the beginning of the logistics network, in other words, the delivery point, hand-over point, or point of discharge where the Country Office takes possession of the goods from the supplier.  This decision is made in coordination with Program or Procurement staff.

· When goods are purchased locally, SC must negotiate the ‘delivery point’ with the supplier during procurement contracting.

· When commodity is provided by WFP, the ‘hand-over’ point is generally at an in-country warehouse or even the distribution site itself.

· When goods and commodities are purchased internationally, the ‘point of discharge’ is generally the port of arrival.  In such cases, the use of a Through-Bill of Lading should be evaluated. 

3. Determine the distribution frequency.  Consider the following factors.
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	· Distribution frequencies may be weekly, bi-weekly, or monthly (based on a 30-day month); but as a general rule, 15-day distributions seem to be preferred for food commodities.


· Each distribution must be supervised and monitored by a SC distribution team.  The more frequent the distributions, the more supervision and monitoring staff are required.
· The security of recipients and goods once distributed must be considered.  If large quantities are distributed infrequently, it is more likely that items will be sold by, or stolen from, beneficiaries.  Also, home storage of large quantities of commodity may also be problematic for some.
· Recipients will most likely spend an entire day collecting the goods.  As such, weekly distributions will require recipients to invest 4 days/month whereas monthly distributions only require 1 day / month of their time.
· The expected weight and transportability of goods distributed must not exceed recipient capacity.  For example, if a commodity ration of 500 grams / per person / per day is to be provided, and the average family size is five people, then a monthly family distribution will be 75 kgs. [500 g x 5 family members x 30 days = 75,000 grams or 75 kilograms].
· If the recipient population is totally dependent on distributed commodities to meet their food needs, a shorter frequency of distribution means that the time without food (until the next distribution) will be shorter.  If the population is known to have access to other sources of food (confirmed through systematic monitoring surveys), then they will be able to space out their food consumption and make the distributed ration last longer.

· Site storage capacity must be factored in.  See Step 3 below.
4. Determine the number of distribution points.  

· Advantages of FEW Distribution Points:

· Fewer staff are needed to manage, control and monitor sites

· Less infrastructure (fewer distribution centers) are needed

· Less transportation of goods and commodities required

· Harder for people to present themselves - and benefit from - several different sites

· Advantages of MANY Distribution Points:

· Shorter travel time for recipients – 

· Easier access for women

· Fewer crowd-control problems

· Beneficiaries can see distribution taking place – easier self-policing

· Special arrangements can be made for weaker groups

· Many recipients can be served at each site at the established distribution frequency (e.g., weekly, fortnightly, monthly)

· Keep in mind the following minimum standards:

· Recipients do not have to travel more than 5 to 10 km (for dispersed populations) to reach the distribution point.

· For refugee populations, there is at least one distribution point per 20,000 recipients.

· Recipient households are allocated to only one distribution point.

5. Select distribution sites.
· Sites should be accessible to the recipients.

· Sites should be accessible to, but not directly on, a road.  This will facilitate delivery of goods yet ensure the accumulation of recipients does not interfere with normal vehicle traffic.

· Sites too close to an existing market area, dwellings or a warehouse are not advisable as crowd control becomes difficult.

· Existing community infrastructure - such as churches, schools, community centers, clinics or health posts - should be considered; but to avoid conflict it is important to coordinate distribution schedules with other community activities taking place at these sites.

· Sites should be enclosed by a fence (with emergency exits) and partitioned with separate areas for queuing, distribution and the goods or commodities themselves stocks.

· Sites must be large enough to contain: the goods to be distributed, an area for distribution (distribution lines, bins, etc.), and waiting space for recipients.
· Water, shelter, sanitation facilities and first aid services should be available for recipients as well as staff.

Assess existing in-country logistics capacity 

1. Identify available nodes (points where goods lie in storage and/or are transferred from one form of transportation to another) and links, (transport lanes such as roads, rail, sea lanes, and/or air corridors that connect nodes) between the beginning of the logistics network and all distribution points. 

2. Complete a Logistics Capacity Assessment Checklist to identify operational constraints, potential obstacles and challenges of all potential nodes and links.  Sources for this much of this information are listed on the checklist, where available.  For example, UNJLC Logistics Capacity Assessments usually include (at minimum): geography, road and rail networks, shipping terminals, air cargo facilities, mapping, customs and immigration.
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	NOTE:  Some of the information on the logistics capacity assessment checklist is not needed for network design but will be needed later for budget preparation.


3. Complete one or more of the additional assessment checklists if more detailed information is needed for any node or link.  (See Airfield Assessment Checklist, Port Assessment Checklist, Rail Assessment Checklist, River Port Assessment Checklist, Road Transport Assessment Checklist, and Warehouse Assessment Checklist)
4. For relief goods arriving at a sea port, include port officials in the planning phase.  Activities they may be able to facilitate for relief supplies include: devoting certain berths to vessels carrying relief supplies, altering port working hours to increase throughput capacity, and waiving certain payments or customs clearance procedures.  It is critical that port officials be aware of vessel ETAs so that they can plan and schedule port operations.

Establish transport capacity requirements

The following describes the procedure for determining transport capacity requirements (or the total number of vehicles needed to move goods between each link in the network) for trucks, as they are the most common form of transport.  These calculations can easily be adapted to other modes of transport.

1. Calculate tonnage capacity requirement per link, using the following formula


	Tonnage Capacity
	=
	# of days in delivery period
	X
	Total weight of goods or commodities

	
	
	
	
	# of days in delivery period
	/
	Turn -around time (TAT) expressed in days


· # of days in delivery period = the number of working days during which goods or commodities must be transported.  

· The maximum working days in a month is 20-25 days. While dedicated staff can work non-stop when required (e.g. in the initial emergency response stage), this cannot be maintained for extended periods.

· For goods transported from warehouse(s) to distribution point(s), the number of days in delivery period cannot exceed the distribution frequency.

· Goods arriving via ship or rail wagon usually have a stated length of time for offloading (i.e. number of days in delivery period).  If no transit storage is available, goods will need to be offloaded directly onto trucks.  The period should be as short as possible to avoid demurrage, or the cost of detention of a vessel or rail wagon beyond the time allowed or agreed upon.

· The estimated total weight of NFI should be available from the supplier.  If items are bulky, add an additional 10-15 percent to the estimated weight.

· When transporting commodity between warehouse and distribution site, total weight is determined by the ration size (expressed in kg), the population size and the length of time (expressed in days) that the distribution is to cover, as follows:

	Total weight of commodity
	=
	Ration scale / per person / per day
	X
	Total population size
	X
	Distribution

Frequency (# of days in cycle)


· Turn-Around Time (TAT)
 = the time required for an empty vehicle to load, travel to its destination, unload, and return again.

· Factors to consider in calculating TAT include: loading time at the source; distance to be traveled; speed of vehicle - which is directly related to the condition of the roads and bridges, especially during rainy season; security; and unloading time at the destination.

· The relationship between turn-around time and transport requirements is such that as turn-around time increases the amount of transport capacity required to meet a delivery target increases.

· For multiple deliveries TAT should be calculated for each destination.

2. Determine type of trucks needed, based on cargo capacity.  

· It is more economical to move cargo over great distances (i.e. on main corridors within the country leading to towns/hubs) in trucks with a gross carrying capacity of 35 MT, also known as long-haul transport.  An additional trailer with a gross capacity of 12 MT can be pulled behind the truck.

· Short-haul trucks carry approximately 8-10 MT of cargo and are generally used to transport cargo from a warehouse to the distribution site.  Because many programs operate in remote rural areas, four-wheel drive is essential.

· All planning must take into account seasons during a year (e.g. rainy seasons) when regular transport to sites may be delayed or suspended.  Primary and alternate routes should be planned simultaneously to enable switching of routes as soon as problems occur. 

· In general, having too little capacity is worse than having too much capacity - to a point.  Efforts should be made to estimate correctly so as to have sufficient, but not excessive, transport capacity at one's disposal.

· Never underestimate the time and cost involved in loading and unloading goods. Generally, whenever supplies are handled, time, cost and possibility of loss will increase. The goal is to reduce the number of times supplies are handled, to the absolute minimum, while recognizing the interplay between other components in the logistics mix.

· During emergency interventions there will be increased competition for transportation services.  It is essential to coordinate with other NGOs, host government and/or UN agencies to avoid unnecessary competition and price increases.

3. Determine method of contracting.  
· There are various methods of contracting transport, as shown in the table below.  Depending on the amount of cargo and regularity of deliveries required, the most cost effective contract can be determined.

· If a small amount of cargo has to be delivered to one location (for example equipment and office supplies), then a trip charter may be the most practical, i.e. the truck is hired for one or two trips.  

· If a large amount of cargo has to be transported regularly, a time charter may be warranted as the truck and driver are hired for a set period of time (e.g. month) and then tasked as one would their own.  

· Consider a time-charter leasing arrangement when:

	Cost to Deliver N-tons by Time-Charter
	</=
	Cost to Deliver N-tons by Trip Charter


· When contemplating time charters for fleet capacity, it is important to have reliable information on the cargo pipeline and expected flow of commodities and factor these into your decision.
· Also see Transport Contracts in the Inbound Operations chapter of this Manual.

Types of transport contracts

	Type
	Advantages
	Disadvantages

(unless stipulated otherwise in the contract)

	By the ton or ton/km
	· SC pays for the transport of the cargo regardless of the time the trip takes, or whether the truck is full. 

· The cost of the service is clearly agreed upon from the start.
	· The transporter might include other clients loads in shipment, which may compromise safety of SC cargo.

· The driver might use a less direct route to add km to the bill.

	Per vehicle per journey – trip charter
	· SC has exclusive use of truck.

· Generally the preferred option.
	· The transporter may not fill each truck to its maximum capacity, thereby multiplying the number of trips.

	Per vehicle per day/month – time charter
	· SC has exclusive use of truck.

· Usually the best option for consistent and uniform short trips.
	· The transporter has minimal incentive to complete the maximum number of trips possible per day.

· In the event the truck needs repairs, the daily fee might still be applicable.


Establish warehouse capacity needs

If one knows - with a high degree of certainty - the quantity and timing of receipts and dispatches/distributions, it is possible to more accurately estimate storage capacity requirements.  In the face of uncertainty, additional capacity will be required to adequately handle unexpected stock accumulations at the node.

As a general rule where warehousing is concerned, "bigger is better".  This allows for all goods to be stored under one roof, with adequate space for arranging stacks and reconstituting damaged goods, and facilitates employing only a few people to control a large amount of inventory. 

The seasonality of access may require that storage capacity be increased to hold stock for distribution during those periods when replenishment of stocks is not possible.   It is always prudent to plan to maintain a safety stock to allow for one additional distribution, even if no goods are received during the period.

1. Calculate total volume of commodity (if applicable) using the following formula:


	Total volume of commodity (m3)
	=
	Weight of per person ration (grams)
	X
	Total persons served
	X
	Number of days worth of ration stored
	X
	Volume (m3) per Metric Ton (MT)

	
	
	1,000,000 grams / MT
	
	


· Number of days worth of ration stored is dependent on ‘flow’ or the rate at which commodity arrives and is dispatched from the warehouse.  This formula assumes a steady flow both into and out of the warehouse AND a one months supply of commodity in storage as safety stock.  Storage capacity requirements will increase if the flow is not steady (i.e. large stocks of commodity must be maintained to compensate for seasonal access).

In general, a central warehouse will need to store an entire shipment of commodity.  An intermediate warehouse will generally store 1.5 x the number of days in

· distribution frequency.  For example, if commodity is distributed monthly (every 30 days), there should be capacity 1.5 x 30, or 45 days worth of ration.

· Volume (m3) per Metric Ton (MT) is a function of the specific item being stored, as detailed in the table below. 

2. Calculate total volume of NFI (if applicable) using the following formula:

	Total volume of NFI (m3)
	=
	Total weight of shipment  in MT (available from shipper)
	X
	Volume (m3) per Metric Ton (MT)


3. Calculate total floor area of storage required at each node using the following formula


	Total floor area of storage needed
	=
	Total volume of goods (m3)
	X
	1.2

	
	
	Stacking height (m)
	
	


Volume and Stacking Height of Common Commodities

	Commodity
	Normal Package
	Volume m3/MT 
	Stacking Height 

	Food grains, beans 
	50 kg sacks 
	1.5 
	20-40 sacks [4 m] 

	Flour, meal, blended foods
	25 kg bags 
	2 
	20-30 bags [3.5m] 2 

	DSM in bags 
	25 kg bags 
	2.4 
	20-30 bags [2.5m] 

	DSM in tins 
	20 kg/carton (4 tins each)
	4 
	8 cartons if stacked individually; 20 if palletised

	Edible oil 
	25 kg/carton (6 cans each) 
	2 
	as above for DSM 

	Edible oil
	200-litre drums 
	1.4 
	2 drums upright (with wood between rims); 3 drums on their sides 

	Volume and Stacking Heights of Common Non-Food Items

	Item
	Normal Package
	Volume m3/MT 
	Stacking Height 

	Kitchen utensils 
	35-40 kg cartons 
	5 
	3-4 m 

	Health clinic equipment 
	35-50 kg cartons 
	4.5 
	3-4 m 

	Mixed drugs 
	<45 kg cartons 
	3.5 
	3-4 m 

	Family tents 
	35-60 kg each 
	4.5 
	Depends on means of lifting/stacking 

	Blankets (compressed) 
	bales of 70; 85 kg each 
	4.5 
	Depends on means of lifting/stacking 

	Maximum stacking height depend crucially on the packaging materials (including outer packages/cartons), the climatic conditions, the equipment used for stacking and the skill of the workers. The figures shown are only rough guidelines. Check any specific recommendations given by the suppliers (and perhaps printed on cartons).  


· Stacking height is a function of the specific item being stored.  The tables above provide stacking height (in meters) for common items.

· The factor “1.2” is an additional 20% to allow for access aisles and ventilation within the warehouse.  A warehouse will never use all its available space for storage of goods as there are limits to how high goods can be safely stacked and there must be space for working and storage of equipment and cleaning materials..

	


Whether food is distributed to project sites for distribution of dry (uncooked) rations for beneficiaries or wet (cooked) rations, project managers, food and logistic staff, and warehouse managers and storekeepers must develop plans to distribute food to sites.

I.
Determining Food Requirements

Suppose SC and a counterpart carry out a mother child feeding program food in three regions of a country.  Donated food combined with local food is prepared on site.  While this example involves a project to improve the nutritional status of mothers and children, the same types of calculations can apply to food for work and other direct distribution programs.

A. 
Number of Regions, Sites and Project Beneficiaries

	Region 
	Number of Sites 
	Total Project Participants

	Region 1
	400
	 50,000

	Region 2
	320
	 40,000

	Region 3
	  80
	 10,000

	Total 
	800
	100,000


Project participants are children under the age of twelve who receive a daily supplemental food ration six days per week based on nutritional needs.   

B.
Biweekly Requirements for Beneficiaries

A mix of beans and Corn Soy Blend (CSB) is distributed.   The table below shows the ration size for each beneficiary for a two week daily period.  Two weeks are used because storage areas at project sites can only hold enough food to cover two week periods.

Biweekly Food Requirements Per Project Participant

	Food
	Daily Ration (grams)
	Number of Feeding Days

 in Delivery Cycle 
	Total Biweekly Requirement 

per Participant

	Beans 
	200 g 
	12
	2.4  kgs

	CSB  
	200 g 
	12
	2.4 kgs


C.
Total Requirements for Beneficiaries in the Regions

To calculate the total biweekly requirements for beans for Region 1:

50,000 beneficiaries x 200g x 12 days = total grams ( 1000 = 120,000kgs ( 1000 = 120MT.

Similar calculations can be done for the other regions and the CSB.  The table below sets out the total requirements.

Total Requirements for Beneficiaries by Region for Two Weeks

	Region 
	Beneficiaries
	Beans (MT) 
	CSB (MT)
	Total MT

	1
	 50,000
	120
	120
	240

	2
	  40,000
	  96
	  96
	192

	3
	  10,000
	  24
	  24
	  48

	Total 
	100,000
	240
	240
	480


II.
Designing a Transportation Plan

A.
Program Requirements Based on Ration Size 

Once the size of individual food rations and total needs for all beneficiaries are determined, a detailed plan must be developed to dispatch food from warehouses to distribution sites.  The plan should take into consideration how much food is to be sent to each center and how often deliveries must be made.  See Food Receipt and Dispatch for basic information on distribution plans and how warehouse managers and storekeepers should keep track of dispatches. 

All planning must take into account seasons during a year (e.g., rainy seasons) when regular transport to project sites will be delayed or suspended.  In these cases, extra time must be allotted for deliveries or additional food propositioned at project sites (where there is storage capacity).

Once the total biweekly requirement per project participant is known, the individual requirements for each food distribution site for biweekly deliveries can be calculated.  For example, Site 1 in the table below has 100 participants enrolled who will need 240 kg of beans and 240 kgs of CSB every two weeks (the “delivery cycle”).  The distribution plan for beans for individual project sites may look something like this.  A similar plan would be done for WSB.

Distribution Plan for Beans for MCH Project

	Site Name / ID # 
	Region 
	# of Project Participants 
	# of Feeding Days in Delivery Cycle
	Total Beans Requirement for Delivery Cycle *
	Total Requirement minus excess stock * *

	Site 1
	1
	100
	12
	240 kgs or 4.8 (5) bags
	240 kgs or 4.8 bags

	Site 2 
	1
	150
	12
	360 kgs or 7.2 (8) bags
	360 kgs or 7.2 bags

	Site 3
	2
	125
	12
	300 kgs or 6 bags
	300 kgs or 6 bags

	Site 4
	3
	150
	12
	360 kgs or 7.2 (8) bags
	360 kgs or 7.2 bags


* 
Another calculation to obtain the food required for the delivery cycle for Site 1  is

200g/person x 12 days x 100 persons = 240,000g/1000 = 240 kgs/50kgs = 4.8 bags (rounded up to 5 bags)

**
If there is any excess stock at the site, based on site reports, the amount on hand should be reduced 
from the total food requirement.  At no time should partial bags be dispatched to distribution sites.

B.
Program Requirements Based on Pipeline Analyses

As with call forwards and transfers of food between warehouses, pipeline analyses should be used to determine current project site needs, taking into account food inventories at project site warehouses or stores.  The format in Procurement and Shipping can be adapted for internal pipeline analyses.

Depending on the nature and scope of the project, pipeline analyses for movements of food from warehouses to distribution sites may be prepared daily, weekly or quarterly.  Knowledge about actual stock balances at distribution sites will most accurately inform managers about how much must be moved.  However, when there are distance and communication problems between warehouses and distribution sites, managers will likely have to use their best estimates of stock levels to do their analysis.

C.
Turn-Around Time (TAT)

If there is only a fixed number of transport vehicles, trucks go to distribution sites and return to warehouses to pick up food for their next trip.  SC or counterpart staff must determine the amount of time it will take trucks to load food, go to one or more sites, and come back to load for their next trip.  This is known as the Turn-around-Time (TAT).

Factors to consider in TAT are:

· Distance to the distribution site

· Condition of the roads and bridges, especially during rainy season

· Speed of vehicles

· Loading time at the source

· Unloading time at the destination.

For multiple deliveries TAT should be calculated for each destination.  

The example program delivers food to three regions with sites at various distances from the warehouse.  Some distribution sites are located within 10 km (Region 3) whereas others are as far as 200 km (Region 1) from the warehouse. 

Region 1:

The distance from the warehouse to the distribution sites ranges from 140 to 200  kilometers.  Because of the very poor condition of the roads, each truck averages approximately 15 to 20 kph.   A half hour is required to load the truck and another half hour required for the unloading at each of the delivery points.  It takes between ten and twelve hours to reach a destination and complete unloading at sites in Region 1.  It takes another day for the truck to return to the warehouse.  The TAT for Region  1 is thus two days.  

Region 2:

The distance to the sites from the warehouse is 80-140 kilometers and the roads are in better repair.   Trucks can travel at an average speed of 45 kph.  Including loading and unloading times,  between three and five hours are needed to reach distribution sites.  The TAT for Region 2 is thus one day. 

Region 3:
The distance is relatively small (10-80 kilometers) and because the sites are closer to urban areas, the roads are in fairly good condition.  Trucks are able to travel at an average speed of 50 kph.   Sites also tend to be closer together, with fewer numbers of project participants per site.  Loading and unloading times are half that of the other regions.  The TAT for Region 3 is thus only half a day. 

D.
Number of Trips

Once the TAT is calculated the next step is to determine the number of trips that can be made by a truck during the two week delivery period.  In the example, transporters work every day except for Sunday.  The number of working days per delivery cycle is 12 (6 days x 2 weeks).  For each destination, divide the number of working days by the TAT. In the above example, the number of feasible trips by region is: 

Region 1:  12 operating days ( 2    days (TAT) =    6 trips 

Region 2:  12 operating days ( 1    day   (TAT) =  12 trips 

Region 3:  12 operating days ( 0.5 day   (TAT) =  24 trips.

E.
Transport Capacity Required

The following table shows by region the minimum MTs  to be delivered to project sites per trip/service cycle, and number of trucks required per trip cycle to complete food deliveries for a full service cycle (12 days) allocation.  For each region divide the total MT by the Trips per Service Cycle to get the Daily Transport Capacity Requirement. For each region divide the total Daily Trip Transport Capacity Requirement by the average trucking load capacity estimated at 8 MTs to get the minimum daily trucking fleet requirement per trip cycle.
Biweekly Distribution Plan for MCH Program

	Region 
	Total MT

Beans

CSB
	Days/

Service Cycle
	TAT
	Trips/

Service Cycle
	Daily Trip Transport  Capacity Requirement 
	Minimum Daily Trucking Requirement by Region

	1
	240
	12
	2 days
	6
	40 MT
	5 trucks

	2
	192
	12
	1 day
	12
	16 MT
	2 trucks

	3
	  48
	12
	0.5 day
	24
	  2 MT
	0.25 truck

	Total 
	480
	
	
	
	 58 MT
	


The vehicle type and capacity will vary depending on in-country availability.  In this example, the country office sub-contracts commercial vehicles.  Because many of the sites are located in remote areas, short-haul trucks with a capacity of 8 MT will make the majority of the deliveries. 

F.
Number of Sites and Amount of Food That Can be Delivered

Finally, plans must include how much food can be carried and how many sites each truck can reach for each trip. 

· First, determine how many tons of food a truck can carry and how many tons each site needs for a delivery cycle.  In this case, if an  average site requires 250 kg of beans and 250 kg of CSB every two weeks, divide the truck’s capacity by the average weight required for each site, e.g., 8 MT capacity divided by 0.5 MT (500kgs) per site = 16 sites.  Therefore, a truck can deliver food to 16 sites on average per trip.  In actual situations trucks may not load at full capacity and other factors may contribute to missed/delayed trips.  These operational constraints/possibilities should be factored in while making any commodity dispatch plans/projections.

· Second, translate tonnage into bags, and assume donors package pulses and grains into 50 kg bags, and blended foods, such as CSB, into 25 kg. bags.  A biweekly requirement of 250 kg of beans and 250 kg of CSB is then 5 bags of beans and 10 bags of CSB for a site.  Since each truck can service 16 sites per trip, it will carry 160 bags of CSB and 80 bags of beans per trip.

The distribution plan for one truck delivering to 16 sites could look something like this:

	Date
	Site
	Beans

in kgs
	50 kg

Bean Bags
	CSB

in kgs
	25kg

CSB Bags
	Totals

Metric Tons

	Jan 14
	1
	250 kgs
	5 bags
	250 kgs
	10 bags
	0.5 MT

	Jan 14
	2
	250 kgs
	5 bags
	250 kgs
	10 bags
	0.5 MT

	Jan 14
	3
	250 kgs
	5 bags
	250 kgs
	10 bags
	0.5 MT

	Jan 14
	(
	(
	(
	(
	(
	(

	Jan 14
	16
	250 kgs
	5 bags
	250 kgs
	10 bags
	0.5 MT

	Totals
	16
	4,000 kgs
	80 bags
	4,000 kgs
	160 bags
	8.0 MT


Distributions are scheduled so that each delivery arrives at least two weeks before their site-level stocks are expected to end.  The distribution schedule is staggered between regions so that all sites do not run out of food at once. 

 Thus, for example, the distribution cycle for the three regions could be:

· Region 1 receives food on or before January 14 (stocks expected to end on February 1)

· Region 2 receives food on or before February 1 (stocks expected to end on February 15) 

· Region 3 receives food on or before February 15 (stocks expected to end on March 1).

III.
Distribution Site Accountability

Internal Control

A paper trail and documentation system must be developed and maintained at distribution sites that accounts for food received, stored and distributed to project beneficiaries.  Procedures should be similar to those required for SC and counterpart warehouses.  However, given the small size of many stores, resources available to manage them and their many other responsibilities, field offices must judge how  much of an additional burden to place on sites.

A.
Receipt of Food 

Persons authorized to receive food must physically count the amount delivered, determine its condition, completely fill out the Receipt Information section of the waybill, and sign the waybill with the transporter.  Copy #3 of the waybill is kept by the distribution site.

Distribution site staff must fully understand that they are only to sign waybills for the amount of food actually received.  The site will be responsible for all food signed for and may be held liable for any losses discovered by field monitors, auditors or other SC personnel. Distribution sites must provide SC or counterparts with sample signatures of all those authorized to sign waybills.  All waybills must be filed and accessible to monitors on their inspection visits.

B.
Ledgers and Beneficiary Lists

Responsible parties at the site must maintain inventory ledgers for stores which show: 

· Receipts of food. At the time of receipt, the amount must be immediately recorded into the ledger system. A copy of the waybill must be kept in the center file.

· Distributions from stores.  Site staff  must keep a record of the amount of food taken from project stores each day of a distribution. If two bags of beans and four bags of CSB are taken from the store for distribution, this should be recorded in the ledger.

· Dates of all transactions

· Losses incurred during storage

· A running balance of food in stock.  The ledgers must be kept up to date so that the balance in the ledgers always matches the actual amount of food in the store.

Beneficiary lists must be maintained which show dates of disbursements to beneficiaries, the type and actual amounts distributed, and the identity of the recipient by name, family or village.

Amounts taken out of stores on a given day for distribution should reconcile with amount of food shown distributed to beneficiaries.  For example, if two bags of beans and four bags CSB were taken from stores for a distribution, then beneficiary lists should show that the equivalent of six bags was distributed.   If less was distributed, store records should show the amount returned to the store or a possible loss should be recorded.  The records must be accessible for SC field monitor and other SC personnel during visits.

C.
Monthly Distribution Site Reports

1.
Preparation

Each distribution site must prepare a monthly distribution report.  The report should summarize the total amount of food received during the month, the amount distributed from their stores to beneficiaries, physical inventory remaining in stores at the end of the month, and losses, including the disposition of unfit food.

The report should also include information on:

· The planned number of beneficiaries eligible to receive food and the actual number of beneficiaries receiving food

· The total amount of food authorized to be distributed and the actual  amount distributed

· The approved individual ration size and the actual ration size distributed.

Copies of waybills, records of receipts and distributions of food from stores and beneficiary lists are source documents for preparing the monthly reports.

Distribution site reports are extremely important for SC program managers because they provide information on not only what food was received at sites but also actual amounts of food that were distributed to beneficiaries.  For example, if Site #1 distributed 2.5kgs/person of CSB to 200 persons, but was only authorized to distribute 2.5kgs/person to 100 persons, managers would be alerted to an important problem.  

Monthly distribution site reports should not be based on estimates.  Apart from field visits by monitors and other SC staff, these reports provide country offices with the only information on actual amounts of food reaching beneficiaries.

2.
Submission

Reports should be submitted to SC field or regional offices or counterpart offices, within thirty (30) days after the close of each month. Persons at distribution sites should be advised that failure to submit reports on a regular, timely basis could lead to termination of a program.  

For distribution sites located near main transportation routes or near cities with SC or counterpart offices, there should be little problem getting reports in on time.

SC or counterpart staff should visit distributions site managers located in rural, isolated areas and get agreement, in writing, on times when sites will submit reports.
III.
REGISTERING BENEFICIARIES 

Distributions of food are relatively easy when each site averages only small numbers of beneficiaries.  However, in the early stages of an emergency, conditions can be chaotic and haphazard.   Food is distributed to hundreds or thousands of desperately hungry people in a short amount of time, usually in a public setting.  However, no matter whether a program operates in a stable environment or an emergency, an effective registration process insures that full rations reach all eligible beneficiaries in an orderly manner.

A.
Functions and Responsibilities

A beneficiary registration system has six basic functions:  

· Determine who is eligible for assistance 

· Identify beneficiaries in a reliable and repeatable way

· Insure that eligible beneficiaries only receive one ration

· Identify duplicate registrations in an existing registered population

· Provide a method of planning for anticipated resource requirements

· Provide information for donor reports.

SC's responsibilities in the registration process vary depending on agreements with its counterparts and on project objectives.   For example, the counterpart may already provide beneficiary lists and have an established registration system.  In these cases SC is  primarily responsible only for monitoring and training, and on occasion may be required by the donor to verify or cross check counterpart beneficiary lists.  In other situations, SC may be fully responsible for targeting, registering, distributing, and monitoring end-use activities. 

Whether SC  is directly or indirectly involved in the physical registration of participants, a poorly functioning registration system can result in large-scale misappropriation of food.

B.
Procedures

1.
Training and Communication

· Choose and train special registration teams.

· Communicate project objectives and procedures to the target population directly or through community leaders.  

· Be sure beneficiaries are aware of the purposes of the program.  It may be appropriate to use speaker vans, as well as posters, songs, and radio announcements.

2.  
Setting Up Operations

· Be sure there are sufficient staff and transport to perform the registration properly and assure good crowd control.

· Use fencing, ditches, or other markers or physical barriers, as necessary, to keep people in one area while registration is taking place. This will minimize confusion during registration of large groups and may insure that no one is registered twice.  This is especially important for start-up of emergency programs involving refugees or internally displaced persons in camps.

· Begin the registration process in areas where it is likely to be most successful. Registrations are subsequently extended to more problematic areas after the initial registrations have gone well.

3.  
Determining Who is Eligible

Within the context of the project and donor agreements, registration should be based on criteria developed by community leaders, counterparts and SC, which are supported by objective documentation and participant interviews.  For example, the major criterion for participation in some child feeding programs is age--children under the age of twelve are eligible participants.  Another project may target vulnerable households, with depleted household assets as the major criterion for participation.   

Registration may involve collecting the following types of information: 

· Documentation such as birth certificates or immunization cards.  In many cases, official documentation will not be available.

· Details about the family, such as number and names of family members, name of  family head, and relationships among members. Because the term “family” means different things to different people, project management must agree on a standard definition and apply the definition uniformly across the entire population.   

· Information about household assets and food consumption patterns.

Registration should  rely heavily on interviews with vulnerable populations and local leaders and the observations of experienced field staff.

4.  
Identification and Recordkeeping

· Cards with photographs are the most definitive check of a person's identity.  Identity cards should be pre-numbered sequentially or bar-coded, and filed in a computerized database to facilitate name cross-checking.  Cards can include other identifiers such as a physical description or fingerprints.

· If  identity cards are not feasible, issue tokens, books or tickets.

· If necessary, beneficiary lists or other records  should include how the identity of the recipient was verified (e.g., a fingerprint or signature) on the day of distribution.

· Use skin dyes to mark eligible individuals, if culturally acceptable.

· Hold a detailed interview with each family.  Place the interview on file for periodic comparison.

· Update census information regularly with records of births, death and migration.  This is necessary for assessing the percentage of population coverage and  gathering statistics for planning purposes.  

5.
Handling Re-registration

· Conduct registration and re-registration simultaneously at all geographically adjacent centers to prevent people from registering in two centers. 

· Collect or cancel  all previously issued tickets, tokens, books or other types of registration materials during re-registration.

· Check and revalidate existing registration documents before re-registration documentation is issued.

C.
Controlling Abuses of the Registration System

1.
Types of Abuses

· Multiple registration of family members at one center

· Registration of family members at more than one center

· Inflation of family size

· Registration of non-eligible individuals

· Registration of non-existent or "phantom" families

· Sale of beneficiary documents.

2.
Detecting Abuses

· Random checks of households of registered project participants (inspection of dwelling and possessions)

· Random cross-checks of other records, such as medical records or birth certificates

· Interviews with people suspected of being registered more than once

· Comparison with records from other areas to check for duplicate registrations. 

3.  
Preventing Abuses

· In small operations, eligible and ineligible individuals may be identified by sight.

· Roll calls and/or card validation before distributions.

· The beneficiary must leave some sort of receipt at the distribution site after the ration is received, such as a coupon or token. This way the distribution staff can also check who has not yet received the ration, from unpunched cards, tokens or tickets. Fingerprints and signatures are sometimes used for verification of receipt.

· The total amounts of food given out should be compared with the total recorded number of eligible persons collecting the rations.

· If the registration is computerized, cards reported to be stolen must be entered into the system to identify if, when, where and by whom the stolen cards are being used.

· Distributions must also be verified through end-use interviews of a sample of the target population and review of distribution site records by SC monitors (See Monitoring Project Sites).

Internal Control

One system of preventing abuses is for one distribution staff member to serve a standard sized ration to all beneficiaries while another makes a record of all who have collected the ration.  The amounts are tallied and compared to the remaining stock at the end of the day by an independent party.  If token or coupons are used, these may also be tallied at the end of the distribution.

D.
Special Circumstances During Emergencies

Registering participants in the first month or two of an emergency program may not be possible.  Initial constraints on beneficiary registration include: 

· A large influx of refugees

· A long border in remote, difficult terrain

· Lack of administrative resources, including staff, vehicles, and communications  

· Medical, sanitation, water, and food needs

· Difficulty in locating community leaders to assist in the registration

· Difficulty in communications 

· No initial agreements or contracts with the host governments and no mandate for registration to take place.

If a country office is having difficulties in registering a target population, regional managers and SC/USA Headquarters and/or Donor Headquarters and/or  local representatives of donors must be contacted and informed of the cause of the problems and the steps being taken to register people.  SC should begin registering participants as quickly as possible after the operation begins, before leaders begin to seek personal advantage.  The later the registration, the more difficult generating cooperation becomes.  Despite difficulties during emergency start up programs, all SC emergency projects must have registration procedures in place at the end of the first month of operation.
E.
Recipient Status Reports - Monthly

1.
Preparation 

Field office project managers or other persons must prepare monthly Recipient Status Reports (RSR).

RSRs should be prepared by donor and by specific projects.
The report consolidates the information from the monthly distribution site reports.  If there are regional offices, the regional offices should prepare reports for their regions and these should then be consolidated at the country office level.
In cases where distribution sites send two or three monthly reports together, include all information on the RSR for the current month being prepared.  Do not readjust previous RSRs.

2.
Example of RSR

The following is an example of a monthly RSR for one specific donor. The Report is adapted from AID’s Recipient Status Report for PL 480 Title II food.  If there is more than one project receiving food resources from one or more donors RSRs would have to be done for each project and donor.

The example shows that on average the approved levels of food are reaching the approved numbers of beneficiaries.  From an overall management point of view, the project is going relatively well.  However, from the report project managers can see:

· Sites  3 and 9 have been late with their reports. 

· Site 4 has given only two thirds of the approved ration.

· Site 2 distributed only 60% of the required ration of beans.

· Site 7 provided food for 18 days instead of 24 and the ration size for both CSB and beans  was 60% higher than the approved ration.    

Based on this information, managers may ask field monitors to do follow up site visits to answer questions regarding difficulties in submitting site reports, and possible missing shipments or diversions of food.

F.
Recipient Status Reports - Quarterly

Field offices must submit a quarterly Recipient Status Report to SC/HQ and local donor representatives.  See example above.  The quarterly report should be completed within 45 days after the end of the quarter, and it should be submitted with the quarterly Commodity Status and Consolidated Reports.  See Inventory Accounting and Reporting.

The Monthly RSR provides comparative information for all distribution sites.  The Quarterly Reports for SC and donors should aggregate numbers for all sites by project.  Only totals need to be shown.

Because quarterly RSRs only provide totals by project, they may hide specific problems at distribution sites.  When patterns begin to appear - consistently late reporting, late arrivals of food at sites, or issues around registering beneficiaries - even though the RSRs themselves are positive, country offices should notify regional managers, other ISCA members and donors of possible problems.

V.
Preventing Misappropriation AND Diversion

A.
Main Risks of Diversion

The main risks of diversion at the distribution site other than registration abuses described above include: 

· Distributors purposely giving less than a prescribed ration to a beneficiary

· Collusion involving site level staff and falsifying distribution records

· Lack of crowd control at the site level

· Favoritism by the distributor.

· Receipt of underweight bags from either the main warehouse or the transporter which do not show up as underweight until the time of distribution.  The result of  this can be reduced ration sizes to beneficiaries.

B.
Transport and Delivery

· SC must encourage sites to report any irregularities in the quality or quantity of food received.  All problems should be investigated as soon as possible.  If informants are providing information, all measures must be taken to assure that their information is accurate.  Steps must also be taken to protect and reward them.   

· If collusion is suspected among the transporter and personnel at a distribution center, an outside monitor should spot-check by counting a sample of the food while in transit.   If the problem appears widespread, the random spot-checks should be part of a country office’s regular monitoring plan.

C.
Agreements/Sanctions

· SC should have written agreements with sites which specify contractual obligations and penalties, including repayment of the value of losses for criminal activities, misconduct and/or  mismanagement. (See Agreements and Contracts.)

· When distribution site personnel are not carrying out their responsibilities or sites are performing inadequately, sanctions should be imposed, as soon as practicable, against the distribution site.  Sanctions may act as a credible deterrent and show that SC is serious about its responsibilities to beneficiaries.

D.
Ration Size and Quality

· Provide standardized scoops (tin cans, buckets) to measure out rations and train people to use them properly.   Flexible scoops should be avoided as the sides can be squeezed to reduce the ration.  Horizontal slits are sometimes punched into the scoops at the fill line to prevent over-scooping. 

· If local measurements are commonly used and understood, the metric ration should be converted. 
· If the ration size changes frequently, scales may be more practical than scoops.

· If scales are too time consuming and cumbersome, rations can be pre-measured and pre-packaged at the warehouse for distribution to the sites. 

· If meats are part of the ration, remove ice and make uniform cuts before distribution.

· Sacks and oil cartons should be examined to insure that they are completely empty at the end of the distribution.

E.
Communication

· The project objectives and ration size must be communicated by speaker vans, posters, songs and radio announcements to the target population to insure that they are aware of the amounts they are entitled to receive and how the food is intended to benefit their lives.

· If the ration changes as a result of shortages in the food pipeline, recipients must be told the reason for the changes in the system.  Misunderstandings can lead to serious security problems, particularly in emergency situations and in refugee camps.  SC staff must also clearly communicate what the population can expect in the future.

Vulnerable groups often include children from 0 to 5 years old, pregnant and lactating women, female-headed households, the elderly, orphans and/or unaccompanied minors, and the disabled.








Good Practice: During the Tsunami response in India, the “Family Card Token design (illustrated below) proved very effective for tracking distributions of various kits to individual households, promoting transparency in terms of confirming exactly what items were provided to each household within a given community (acting as a physical receipt provided to each recipient) and assisting in identifying instances of unanticipated exclusion to targeted beneficiaries.  The Family Card design also facilitated the potential to undertake and track multiple distributions on different days with a single card.  Allowing recipient households to keep their cards also promoted transparency between households as everyone knows who received what; and reminded recipients of what items were actually received at a later date.





If registration is not possible at the outset of emergency response, a best estimate of the number of people in a particular neighborhood within a village or settlement should be used and a bulk ration for that neighborhood calculated.  


This initial figure may come from previous census data or local government leaders.  The closer to the community this figure is obtained, the higher the likelihood that the population figure will be reasonably accurate.


Neighborhood representatives should then present themselves and receive the goods and instruction on how to distribute them, in other words how much to give to each person in their neighborhood.








In line with its Commitments to Women and its concern to ensure that family food requirements are met, WFP increasingly arranges for ration cards to be issued based on principles such as the following:


For monogamous families comprising a husband, wife and their dependents, or a single parent/guardian and her/his dependents:


the wife, or the single parent, is registered as the ration card holder. She/he may be given the opportunity to designate another family member to collect the household’s ration on her/his behalf.


In polygamous settings where a man has more than one wife:


each wife is registered as a ration card holder for herself and her dependents;


the husband is either included as a member of one of these units or registered as an individual ration card holder, according to his choice.


This applies in all polygamous settings regardless of whether the husband shares his time among separate households formed by each wife and her dependents or heads a joint family household in which all wives and dependents cook and eat together.


Individuals living alone are registered as individual ration card holders.


For households that are not based on family ties, efforts are made to issue the ration cards in the name of women.
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Distribution frequency is the interval of time between distributions.  While non-food items are generally one-off distributions, food commodities are distributed at regular intervals over the life of the project.





An alternative to storage is direct delivery, or physically by-passing a storage node by leaving goods on a truck until they can be distributed.  This practice should only be considered if immediate distribution of goods or commodities is planned.  While handling costs (for off-loading and reloading at the node) are reduced, this must be weighed against the cost of retaining the truck (i.e. lengthened turn-around time and reduced truck productivity).  Also, it is essential to retain the integrity of the accounting paper trail, and shipments must be recorded on all inventory ledgers and records, as if they were physically handled through the warehouse.








� A rapid method to estimate tonnage capacity for emergency food distribution projects is to calculate the weight of commodities that need to be delivered in a month (20-25 days) and divide this by the turn-around time to each location.  Then add an additional 15-20 percent to account for bulkier non-food items as well as down-time due to maintenance and repairs.








� From Emergency Field Operations Pocketbook, WFP, 2002
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Needs Assessment Data for Supply Chain Design - Checklist




The following questions must be answered as part of program development as this information is needed for the design of the logistics plan.


· How many individuals are targeted to be served by the program?


· How many people comprise a typical household?


· Does the target population comprise groups of individuals who do not form typical households, such as unaccompanied children or particular minority groups with household sizes that are not typical?


· Where, specifically, is the target population located?

· Are there any cultural or legal factors that will affect how goods can be distributed (i.e. community organisations or formal / informal communications channels that may help supply management)?


· What - specifically - will SC be responsible for (beneficiary registration, procurement, port clearance, transport, storage, distribution and/or monitoring)?


· What types of goods are needed?


· How urgently are the goods needed? 


· Will goods and/or commodities be procured:


a.) internationally (and handled by IPU lead member)


b.) from a neighbouring country (and handled by the country office), or


c.) Locally within country?


· How will goods and/or commodities enter the country office supply chain, i.e. where will SC take possession of them (hand-over point from donor or vendor)?


· Will goods be distributed on per person or per household basis?


· For NFI: what is the per person/household quantity of goods to be distributed?


· For food commodities: what is the per person ration scale?


· How long will the population be served (i.e. length of project)?


· Are there any operational constraints connected to the source of funds?
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Logistics Capacity Assessment Checklist



Answers to the following questions are needed to design an effective and efficient network.  Sources of this much of this information are provided, where available.


Coordination 


A common error in logistics network design is duplicating the efforts of others.  There are many actors providing logistics services in any country and it is imperative that their activities are coordinated.  The Country Profile (completed as part of mission Emergency Preparedness Planning) should contain much of the following information.


· What other agencies (host government, UN, NGOs, private sector) are involved in logistics in the country?


· How will SC’s activities fit into this network, i.e. are there opportunities for collaboration, partnering or sharing of resources and information?

· How will SC’s logistics activities coordinate with other functions within SC, i.e. program, finance, procurement?

Procurement


The sourcing and shipping of goods and food commodities from Europe, North America, or other external sources is generally handled by a SC Lead Member office or the World Food Program.  As such, they will have much of the following information.  The mission procurement department should have the remainder.


· What is the estimated total weight of goods and/or commodities?


· What is the weight/volume ratio (e.g. light + bulky, heavy + small)?


· For commodities, how will they arrive (bagged, bulk, container)?


· How many light vehicles - appropriate for local conditions – are available to transport field staff?


· Can additional vehicles be rented, if necessary?  


· If yes, what is the availability and cost?


· If no, what is the purchase price for light vehicles?


Port of Arrival / Discharge


If the logistics network begins at a port of entry into the country (e.g. seaport, airport or border crossing) the following information will be needed.  It is available from the Port Authority, Office of Civil Aviation, or Ministry of Transport; or donors, UN agencies and other NGOs who already use the port services.


· What is the capacity and condition of each potential port of entry?


· Are there any restrictions on use?


· What are the use fees?


· Any there any special dues, handling costs or taxes on vessels or cargo?


· Is there appropriate equipment for offloading and handling goods and/or commodities? 


· Do bagging facilities exist to handle and bag bulk cargo?


· How many and what capacity cranes are present?


· What size containers (20-foot? 40-foot?) can be handled? Can they be discharged and loaded directly onto ground transport?


· What are normal working hours and wage rates for daily laborers (for offloading and handling goods and/or commodities)?


· Who are the available freight forwarders or customs clearing agents?  What are their rates?


· Who are the qualified tally and survey companies that can provide an out-turn report (report of quantity discharged)?


· What documentation is required to process customs clearance?

· Are there any potential bottlenecks or delays in customs clearance?


· What is the discharge rate (into trucks, rail or warehouses)?  [Note: When receiving packaged goods or commodities, minimize port handling charges, storage and losses through discharge of the goods from the ship's hold directly onto trucks or other vehicles at dockside for onward transport.]

· Is there rail access directly to dockside such that cargo can be loaded directly from ship to rail?


· Is there adequate space for trucks to maneuver within the port?


· What types of storage facilities are located within the port (e.g. outside storage, open or locked warehouses)?


· What are the capacity, availability and security of these storage facilities?


· How many free days are allowed for transit storage in port before charges are incurred?


· Is food is stored separately in warehouses or mixed with cargo from other sources?


· What security arrangements are taken by the port to control cargo operations and reduce pilferage?

Storage


If SC warehouses are not available, consider companies and agencies already experienced in logistics with storage facilities available for loan or hire, such as host government, port(s), railroads, agro-businesses or commercial distributors, community warehouses or small stores.  

In general, SC should not be in the business of constructing its own warehouses.  Where there is insufficient or inadequate private or government warehouse capacity, country offices may have to consider constructing temporary or permanent warehouses.

· Do established SC warehouses already exist?


· Are there any other existing storage facilities (e.g. private, government or UN warehouses or buildings) at potential nodes?


· What is the storage capacity at each potential storage site?

· What are rental fees or costs (if applicable)?


· What are the possibilities to find temporary and mobile warehousing structures (tents, containers, Rubb Hall)?


· Are there any security concerns at potential nodes?


· What is the availability of skilled labour for warehouse management?

· For emergency programs, are there any suitable sites where additional storage capacity could be established (if needed) using existing buildings, prefabricated warehouses or local construction?


· For food commodity storage:


· Can pallets be purchased locally (if required)?  What is the cost and delivery time?


· Are pesticides and fumigants available on the local market?  What is the cost and delivery time?


· Who are the officially-licensed fumigators?  What are their rates?


In-country Transport

The cost, efficiency (including administrative procedures), security, and year-round reliability of the transport route options must be SC fully assessed - for each link.  Depending on SC’s specific responsibilities, links may exist:


· from port to warehouse(s)


· from rail or costal shipping discharge point to warehouse(s)


· between warehouses


· from warehouse(s) to distribution point.


Often there will be no means of transportation that meets all criteria and management must set priorities (agree upon by donors) to select transport means.  Also, many target populations may only be accessed through a variety of transport means.


· What means of transport are available between the port of arrival (or the point at which SC takes possession of the goods and/or commodities) and the target population? 

· What contingency options exist in the event the primary transport routes are closed or become impassable?


For all options identified, collect the following information, as applicable.


Road (the predominant means of delivering food and other items within a country).  The country’s network of primary and secondary roads, often with dirt trails leading to project sites, can be determined by consulting a good map and the Ministry of Transport.


· Distances between each node.

· Composition and seasonal condition of primary and secondary roads and the type and size of truck or other modes of transportation (e.g., tractors, beast of burden) that can safely operate on each.

· Bridges and/or ferries’ condition and the weights they can accommodate.  For ferries, also regularity of service.

· Potential bottlenecks or security issues, e.g. need for convoys.

· Local modes of transport, such as carts, pack animals (donkeys and camels) and bicycles, can move food into remote areas.

· Transport companies or individual truck owners associated in cooperatives available for hire.  For each, determine:

· fleet capacities


· most common truck size


· approximate rates per tonne-km for the best and worst road conditions


· any restrictions on where they are willing to travel


· other terms and conditions


· In the case of rental/purchase of additional vehicles: availability of good/reliable drivers for immediate hire


Rail (limited network but often cost effective if infrastructure is sound).  Road transport is generally needed to complete final delivery, increasing the possibility of handling losses.  Conversely, loaded trucks can be placed onto rail cars and transported, e.g. when roads are flooded.


· Extent of network and condition of tracks.

· Security concerns and safety measures for specific routes or locations.

· Traffic frequency.

· Transport capacity.

· Location of major transit points; procedures and storage capacity at these points.

· Cost (sometimes railroad authorities transport relief goods free of charge or at reduced rates).

· Present and foreseeable bottlenecks, and possibilities to overcome them.

River: (supplying commodities at the riverside communities; or in the event of a flood).

· Type and availability of vessel that can operate (including self-propelled vessels, tugs and barges).

· Condition of mooring facilities, wharves, unloading facilities, and storage capacity at ports.

· Carrying capacity with seasonal variation.

· Transport schedules.


· Practice for contracting transport.

Air:  (only considered when need is urgent and there is no other access to the target population).  Airport and Airstrip information can be obtained from the Ministry of Transport, Office of Civil Aviation, or local air charter companies.

· Availability of charter aircraft for cargo.

· Location of airports/strips (GPS coordinates) closest to the target population.

· D

· istance from the main airport in terms of air miles and/or flight time.

· Distance from airport/strip to target population in terms of kilometres.

· Cargo carrying capacity of each type of aircraft that can operate.

· Security and safety.

· Handling equipment and storage facilities or transit sheds.

· Truck access to cargo areas.

· Landing cost.

· Operating hours.

Airdrops (only considered where aircraft cannot land).  Altitude of the drop


· Whether the drop will be made with parachutes or free-dropped.

· Packaging to limit losses upon impact.

· Controls on the ground to prevent injury to people as cargo lands.

In this manual a warehouse designates any area where food is stored.  It may be a large structure with a roof, walls and a floor; a school or health post; a tent, or even an open area.  It all cases SC must insure that goods can be received, adequately stored and dispatched for use in projects.
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