Trainer's Notes for the UNHCR Emergency Management Training



Emergency Logistics

Session at a glance

Content
Approx. Time
Instructional Activity

Introduction


5 minutes
Presentation in plenary

Presentation- Basics of Logistics Systems


30 minutes
Presentation in plenary

Small Group Exercises:

1. Calculating storage space

2. Determining transport needs

3. Analyzing logistical network and infrastructure

4. monitoring and information systems


50 minutes
Small group analysis and calculations

Wrap-Up


5 minutes
Presentation in plenary

Total Time
90 minutes


Main objectives

After completing this session, participants will be able to:

· understand the concept an elements of the "logistics chain" for emergency responses

· Describe the elements need to management logistics operation

· Use basic formulas and guidelines to calculate basic logistical transport and storage needs.

Supplies

Flip chart and markers

Overhead or data projector and screen

Applicable overheads from session 10.7

Pocket calculators

General guidance

This 90-minute session is an overview.  It is not a course for logisticians, but rather for the emergency manager who needs to know basic emergency logistical issues and concerns in order to be able to converse sensibly with logistics experts, to understand and take critical decisions as needed.

Remember:  You do not have time to present ALL overheads in the session 10.8 file.  Select those you believe are most important and with which you are most comfortable, or alternatively select those that answer specific questions raised by the participants.

Key Points

The main points in this session include:

· The main goal of a logistics operation is “to deliver the appropriate supplies in good condition, in the quantities required, to the right places, to the people who need them on time.”

· A logistics system can be conceptualized as a flow of transport and goods to the people and places that need them.

· The major components of a logistics system can be divided into hardware, software and personnel.
· Logistics affects all other components in an emergency situation; continuous planning and coordination are needed.

· There are three major stages of responsibility for controlling logistics:  procurement, in-country transport and camp-village distribution

· Control over commodities is implemented by documents, tools, and information and communications systems

Session Activities

Introduction

5 minutes

Introduce yourself. Describe the situations in which you have worked with logistics for refugee or other displacement emergencies. Give a brief overview of the main points that you will discuss on the flip chart and then use the overheads as a guide to present the session.

Presentation- Basics of Logistics Systems

30 minutes

The overheads can be used to present the basics of logistics for about 30 minutes.  This presentation can be enhanced by enlarged maps of the country networks affecting the regional area of the workshop or of other major UNHCR or WFP emergency logistics operations currently being carried out.

At a minimum, the first several overheads should be presented to explain some of the basics of logistics management: chief objective, the chain, issues of control and responsibility, the inter-dependence of linked systems, levels of control, major management guidelines etc. Use additional overheads if you have time, take questions and comments, but limit this part of the session moving to no more than 30 minutes.

A film or slides of a logistics operation can be useful - especially for those with little or no field experience.  Try to engage a logistics expert from the participants, or from the local World Food Programme or UNHCR office to speak to logistical problems in the area. The WFP representative might speak about the responsibility and mandate of WFP.  The UNHCR representative might convey details about the logistics chain functions from procurement to distribution.

Remind participants to read the notebook document on logistics, which provides a good overview of logistics for managers.

Small Group Exercises

40 minutes

Divide participants into four groups. Tell them to turn to the “Logistics Exercise” in their notebooks (also annexed to these trainer’s notes) - which they should have read before this session.

After studying the scenario and map, each group will work on its particular questions.  Some of the answers will not be obvious and there is no “correct” answer.  They will have to refer to the background papers or discuss their experiences to come up with a logical response.  

Emphasize that the most important aspect of this exercise is the setting of appropriate policies and guidelines for the logistics system.

Participants will gain experience in these aspects of refugee emergency logistics operations:

· Calculating storage space and design 

· Determining transport needs for moving goods and people

· Analyzing need for improvements to logistical network and infrastructure

· Use of commodity control documents, monitoring and information systems

Each group should be given no more than 3-4 minutes to report their recommendations to plenary so as to allow time for constructive comments by the logistics expert to “fill in the gaps.”

Many of the answers will be subject to debate.  Note that in many logistics problems, various solutions are possible and all should be considered by the logistician and senior management together.

Wrap-Up

5 minutes

Review the main points of the session and refer the participants to the Tools and Resources section of the EMTP notebook (and the bright green UNHCR Supplies and Food Aid Field Handbook (SFAS) book if it is available.)

Logistics Exercise Scenario

Logistica Exercise

Scenario:  The country of Logistica is experiencing a refugee influx from the neighboring country to the east, where a rebel movement is fighting government troops.  There are approximately 100,000 refugees in three major camps, with more expected.  Camps A (50,000) and B (48,000) are established camps from earlier influxes, but Camp C (2,000) is new and has no facilities.  There is danger from rebel factions crossing the border into Logistica. 

A distribution network, including regional and district warehouses and roads is already in place from a relief operation ten years ago; however, nearly all facilities require repair and updating.  The port is operational but has a capacity of only 10,000 MTs per month and cannot efficiently process paperwork and shipments for Logistica. The bridge across the major river is in poor condition; currently all trucks over 5 MTs capacity are banned. An operational ferryboat can hold 100 MT. There are no electricity or communications facilities in the remote parts of the country where the refugees are.

The roads to the regional warehouse are passable but roads to the camps are pitted and difficult.  When it rains, water roars down from the hills in huge volumes carrying mud and debris. Access to Camp C will be problematic when rains come in a few months.  Authorities are considering moving the population from Camp C to Camp B.  The train, capable of transporting 250 MT per week, goes across the bridge to the regional warehouse, but the tracks are in poor repair and many derailments have occurred.  There are many heavy duty trucks (5 to 15 MT capacity) available in the country, but many are in disrepair.  Since it is a small country, it only takes a day for a 5 MT truck to make a round trip from the regional warehouse to the camps. The Logistica Air Force is standing by to assist with C130s but it will be an expensive operation. Since there is no airfield close to the camps, pallets of grain would have to be dropped from the aircraft, 5 MT at a time.

Donors have shipped clothes and local churches have persuaded the relief network to take them to the camps.  This has come under media criticism since people are very hungry, especially in Camp C, but they are not in immediate need of clothing.  Bundles of clothing are sitting around, but no extra food supplies are evident. The warehouses are in poor repair and vulnerable to break-ins. Donors want all contributions monitored.

The local population is currently harvesting this year's crop.  It is estimated there are 500 MT of wheat for sale in local markets and an expected surplus of 1,500 MT or more in the northeast of Logistica. Large milling facilities, however, are far from the camps and local people pound grain by hand before they can use it.  The current camp populations require about 1,500 MT per month of wheat and additional supplementary foods.  Sugar and oil is available in Logistica and blended high protein foods can be manufactured.  At least three month's supply of grain should be in the regional warehouse for the rainy season.  The warehouse has a capacity of 1,000 square meters with 4 m stacking height.

Assignment:   Take 30 minutes to answer the following questions in your group and then be prepared to report your recommendations and rationale to the plenary.  The background paper and participants with logistics experience may be helpful resources. 

Group 1 Warehousing and Supplies

1. What problems do you anticipate?

2. Will the regional warehouse need to be expanded?  Explain how you would calculate this?

3. How might camp warehousing problems be avoided? What alternatives to warehouses can be useful? What equipment would be required?

4. What policies can you put in place to control this aspect of the logistics system?

 Group 2 Vehicles and Transport 

1. What problems do you anticipate?

2. Will air drops of food be required?  Why or why not?  

3. What would be the rationale for moving the people from Camp C to Camp B. Describe some major considerations for moving the people.

4. Discuss how the transport network might be organized (i.e., what vehicles should be used and where). What policies can you put in place to control this aspect of the logistics system?

Group 3 Improving infrastructure

1. What problems do you anticipate?

2. What recommendations do you have for improving the infrastructure of Logistica to handle the refugee emergency?  Prioritize them.

3. What can be done immediately to improve the movement of goods and services?  What inputs would be considered long term?

4. How can resources be saved while assisting the local economy? What policies can you put in place to control this aspect of the logistics system?

Group 4 Information and administration 

1. What problems do you anticipate?

2. Describe a monitoring system appropriate for Logistica to determine that goods and services are reaching the beneficiaries.

3. What personnel should be hired as a minimum? 

4. What can the field office do about low-priority donated commodities? What policies can you put in place to control this aspect of the logistics system?
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