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Introduction

After the resumption of the civil war at the end of 1998 World Food Programme (WFP) requested Care to be its implementing partner in food distribution to tens of thousands of IDPs in camps surrounding Kuito. Bié Food Emergency Project is being undertaken with food commodities provided by WFP. Care is currently operating in five locations doing general food distributions: Kuito, Camacupa, Cuemba, Chitembo, and Gamba. The objective of Care’s Food Emergency Project has been to increase food security to displaced and vulnerable IDPs through the provision of basic food. Working within existing WFP guidelines, Care is distributing basic food commodities on a monthly basis, to families identified as in need of assistance in the target areas. These basic food commodities are intended to provide an immediate stopgap. Care currently distributes monthly food rations to over 200,000 displaced persons, which is 25 percent of WFP’s caseload in Angola.

Care likes to improve the food management procedures and the logistics of the food distribution procedures. In co-operation with Care Angola, Care Holland recruited a junior employee to do a research on this subject. I am added to Care International Angola Sub Office Kuito as a Project Logistics Intern. In September 2001 I graduated at Delft University of Technology in Systems Engineering and Policy Analysis with specialisation Transportation Policy and Logistics Organisation. 

The research is done in the following manner. 

· In order to be able to say something about the procedures an actual overview of the processes within the Food Emergency Project is requested, which is given by using experiences from field visits, interviews and some written materials. 

· The next step is to analyse the current situation with a logistics analysis methodology to identify the key issues for possible improvements of the logistic system. 

· In the past several audits on the food programme have been carried out. The identified problems and the given recommendations are reviewed in a meeting with the staff of the Food Emergency Project. 

· In a workshop the staff is asked to identify the problems by using the logistics analysis methodology and they are asked to give possible solutions to solve these problems. 

· The description of the process, the logistics analysis and the experiences from the meetings are used to develop some recommendations to improve the food management procedures and the logistics of the food distribution procedures.

The research took place from 18 August 2002 till the end of October 2002.

A special word of thanks I give to Paulo Sérgio, the Senior Project Secretary, who has an extensive knowledge of the Food Emergency Project. Sharing the same office also gave me the opportunity to follow the daily routine of the project, including the many visits of the persons concerned in the project.

Description of processes within Bié Food Emergency Project 

The chapter gives a description of the processes within Bié Food Emergency Project, because there was no written description available. The first three paragraphs describe the agreement on beneficiaries, the general distribution plan and the authorisation process within World Food Programme. After that an extensive description of the loading and transportation, and of the actual distribution process follows. The chapter ends with a description of the monthly reports. In Appendices E, F, G and H overviews of the document flows concerning the Food Distributions can be found.

1.1 Agreement on beneficiaries

At the end of each month all the organisations involved in humanitarian relief to IDPs in the Bié Province sign an agreement about the number of beneficiaries within certain categories. This agreement is called ‘Mapa Geral de Deslocados no Bie’. The Mapa is an official document and the basis for all food distributions in the coming month.

All the organisations form the Co-ordination Group for Humanitarian Relief. This group consists of WFP, Care International Angola, MINARS, CVA, UTCAH, AfriCare, OCHA, and Concern. The registration and verification of beneficiaries is done by WFP. Changes in numbers of beneficiaries are only made at the end of a month after the registration and verification process. WFP also decides about the ration scales for the different categories of beneficiaries, see Table 2‑1.

Information in the Mapa:

· Location of distribution

· Original municipality 

· Name of the camp 

· Four categories of beneficiaries: new IDPs, old IDPs, returned people, people in guest areas

· Per category beneficiaries: the total number of families and the total number of persons

Table 2‑1
WFP Ration Scales for all categories of beneficiaries, August 2002

Commodity

(kg)
New IDPs

arrived from Oct. 2001
Old IDPs 

arrived till Sept. 2001
Returned

People
People in

guest areas

Maize
12.00
7.50
12.00
12.00

Peas / beans
1.50
0.90
1.50
1.50

Oil
0.90
0.45
0.90
0.90

Salt
0.15
0.15
0.15
0.15

CBS
1.50
0.00
1.50
1.50

Sugar
0.45
0.00
0.45
0.45

1.2 Care Distribution Plan

Based on the Mapa Care provides monthly general distribution plans for the camps Care is responsible for. There are several plans made for the different categories of beneficiaries and for the different locations of distribution. The general distribution plans signed by the Project Manager are sent to the Programme Section of WFP.

The general distribution plan includes:

· Distribution data

· Location of distribution

· Original municipality

· Name of the camp

· Category of the beneficiaries

· Monthly food distribution ration per person related to the category of beneficiaries

· Number of families and number of persons planned to be served

· Total weight per commodity planned to be distributed

· Total metric tonnes of all commodities together

1.3 Authorisation processes within World Food Programme

After receiving the general distribution plan of Care, the Programme Section of WFP provides a LTI to its Logistics Section on a daily basis. Based on this LTI the Logistics Section provides a Loading Authority to WFP Warehouse also on a daily basis. The Loading Authority includes the name of the organisation and the amount of food the organisation is allowed to receive from the warehouse for a specific distribution on a specific date. With the Loading Authority the Warehouse of WFP is allowed to make the WFP waybills. Care gets a copy of this waybill. 

[image: image1.jpg]



Figure 2‑1
Creating WFP Waybill initiated by Care’s General Distribution Plan

1.4 Loading and transportation for different locations

The stage from authorisation at WFP to the distribution points is different for the different locations Kuito, Camacupa, Cuemba, Gamba I&II, and Chitembo. In Appendix D an overview of the transportation flow from WFP Warehouse to the different distribution points is given.

1.4.1 Location Kuito – Loading and transportation

At WFP Warehouse a warehouse clerk of Care is checking the loading of trucks. A private transport company hired by Care on a monthly basis takes care about the transportation to the distribution points. The company gets paid per day period of working. 

After loading the truck the Care Warehouse Clerk fills in the form ‘Control de Carregamento’, which means Control of Loading. Information on the Control of Loading:

· Mark of the vehicle and number plate

· Number of contract for renting the truck

· Date and time of loading

· Quantity in units for the different commodities

· Number of Waybill

· Name of the driver

· Signature of the Care Warehouse Clerk and the Chief Monitor

Before the truck leaves for a distribution point, it goes to Care Warehouse Kuito. At the warehouse the Warehouse Supervisor provides a Care Waybill. According to the regional director the reason for this extra step lies in the fact that the Care Warehouse Clerk at WFP Warehouse lacks an education in completing forms.

With the Care waybill and the Control of Loading the truck leaves for the distribution point. When the truck arrives at the distribution point one member of the Food Aid Monitor Team will check and sign for receiving the right quantity. 

The Control of Loading form is only used for private transport companies. At the end of the month the private transport company provides its bill to Care together with the Control of Loading forms and copies of the Care Waybills as proof. 
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Figure 2‑2
Kuito – From WFP Warehouse to Distribution Point

1.4.2 Location Camacupa – Loading and transportation

The transportation to Camacupa is the responsibility of WFP. WFP uses its own trucks to bring the monthly amount of all food commodities to the distribution location Camacupa once a month. In Camacupa the supplies are stored in the Care Warehouse. The Warehouse Supervisor checks the WFP Waybill with the actual amount of supplies on the WFP truck.

The stage from Care Warehouse to the distribution points has similarity with the Kuito situation. A private transport company hired by Care on a monthly basis takes care about the transportation to the distribution points. The company gets paid per day period of working. For every distribution the Warehouse Supervisor provides a Care Waybill. After loading the Warehouse Supervisor fills in the Control of Loading Form. With the Care Waybill and the Control of Loading the truck leaves for the distribution point. When the truck arrives at the distribution camp one member of the Food Aid Monitor Team will check and sign for receiving the right quantity. 


Figure 2‑3
Camacupa – From WFP Warehouse to Distribution Point

Location Cuemba – Loading and transportation

The transportation to Cuemba is the responsibility of WFP. There is no road access to Cuemba, so WFP uses its own aircraft to bring the monthly amount of all food commodities to the distribution location Cuemba once a month. In Cuemba the supplies are stored in Care Warehouse.

There is one WFP Waybill for the total freight in the aircraft. A truck of WFP or a truck of Care does the transportation from the airport to the Care Warehouse. When there is more than one truckload the WFP Waybill will still not be split up in several waybills for the different truck movements. The distance from the airport to the Care Warehouse is about half a kilometre. The Warehouse Supervisor checks the WFP Waybill with the total amount of received supplies from the WFP aircraft.

A one available Care truck, a WFP truck or a Government truck carries out the stage from Care Warehouse to the distribution points. When a distribution point lies within 5 kilometres of the warehouse, the Care truck does the transportation. In other cases WFP or the Government take care of the transportation to the distribution points. Security is the main reason to hold this 5 kilometre border; there are a lot of mines in the area around Cuemba. In all cases the truck leaves to the distribution point with a Care Waybill. When the truck arrives at the distribution point one member of the Food Aid Monitor Team will check and sign for receiving the right quantity. 


Figure 2‑4
Cuemba – From WFP Warehouse to Distribution Point

1.4.3 Location Gamba I&II – Loading and transportation

The transportation to Gamba I&II is the responsibility of WFP. WFP uses its own trucks to bring the monthly amount of all food commodities to the distribution location Gamba I&II once a month. 

When the truck arrives in the area one member of the Food Aid Monitor Team will check and sign for receiving the right quantity. 

In Gamba I&II, the supplies are stored in an area protected by Government and Unita troops. There is no Care Warehouse. The supplies are protected against the weather by using plastic sheets. Therefor the date WFP delivers the supplies, is near the date the distribution starts. 

The distribution point in Gamba I&II is next to the protected area. So there is no further transportation involved.


Figure 2‑5
Gamba I&II – From WFP Warehouse to Distribution Point

1.4.4 Location Chitembo – Loading and transportation

The transportation to Chitembo is the responsibility of WFP. WFP uses its own trucks to bring the monthly amount of all food commodities to the distribution location Chitembo once a month. When the truck arrives at the warehouse the Warehouse Supervisor will check and sign for receiving the right quantity. 

In Chitembo the supplies are stored in a government owned warehouse. Government guards protect the warehouse. 

The distribution point is next to the warehouse. There is no further transportation involved. 


Figure 2‑6
Chitembo – From WFP Warehouse to Distribution Point

1.5 Actual distribution process

1.5.1 Receiving Food

A public distribution schedule is announced in advance. All the beneficiaries are aware of this schedule. They get the information via the Care Field Monitor or via MINARS, the Ministery of Social Re-establishment of Refugees and IDPs. The distribution schedule gives the data of distribution, the category of beneficiary and the family sizes expected at a certain date. For example, the distribution in Camp X is planned for two days. On day 1 the family sizes of 3, 4 and 5 persons will be served. On day 2 the family sizes of 1, 2, 6 and 7 persons come in for one’s turn. When beneficiaries are not able to show up at day 1, they can come on day 2. But after day 2 there is no more distribution for that community in that month.

At the distribution point one of the team of the Food Aid Monitors receives the food. He will check and sign the waybill for receiving the right quantity. In case of a private company he will also sign the Control of Loading Form. The Food Aid Monitor keeps a Commodity Receiving Register, in Portuguese called ‘Despacho de Mercadoria aos Campos-Planos e versus actuais’. The form gives the actual status of the received food commodities compared to the planned food commodities.

Information in the Commodity Receiving Register:

· Name of the community

· Number of beneficiaries

· Date of dispatch

· Total planned amount per food commodity

· Received amounts per food commodity together with the number plate of the truck who delivered the commodities

· Balance of food commodities, given every time an amount of food commodities is delivered

· Signature of monitor

· Signature of driver(s)

When all types of food commodities are at the distribution point the distribution can start. The beneficiaries are standing in line. The Soba assists in handling the crowd. He calls the beneficiaries with a certain family size. He puts them in line and he gives permission to a beneficiary to go to the registration point. 

At the registration point there are two Food Aid Monitors. The first Food Aid Monitor writes down the WFP Ration Card number and the family size on a form. This form is called ‘Folha Diária de Distribuição de Bens Alimentares’. The second Food Aid Monitor fills in the ration card of the beneficiary. On the card he writes down the date of distribution and the total amount of the different food commodities to be distributed, dependent on the category of beneficiary and the family size. 

From the registration point the beneficiary goes to the distribution area. They get their monthly ration from the Scoopers who are beneficiaries themselves. When there is a new family size group the Field Monitors warn the Scoopers to change the distributed rations. There is a string of the different food commodities. Per food commodity there are at least two Scoopers. The Scoopers are volunteers and asked by the Sobas; they don’t earn money or food for their work.

After receiving the monthly ration, a Food Aid Monitor checks if the beneficiary actually received all the different food commodities. When that is the case he signs the Ration Card. 


Figure 2‑7
Overview actual distribution process

Normally a distribution day starts at 6.30 hrs and ends at 16.30 hrs. In the morning the Food Aid Monitor Team leaves to the field. In the field they organise the unloading of the truck and the creation of the distribution string. In most cases the actual distribution to the beneficiaries start at 9.00 hrs. The official time to end a distribution day is at 16.30 hrs because of the falling darkness and the lack of lights and therefor the impossibility for the Food Aid Team to control the Scoopers and the loading process of the truck.

At the end of every distribution day the Chief Food Aid Monitor prepares a daily report to the Project Manager, also when the distribution period for a certain community is not ended yet. The reason for the report lies in the fact that the manager likes to know what is going on in the field and in the warehouse. For Kuito the daily report is provided on paper. For the other distribution locations the daily report is transmitted by radio to the Project Manager or to the radio operator in Kuito. The daily report is in use since July 2002. The daily report includes the following information:

· Name of distributed camp at the distribution point

· Distribution date

General information:

· Date and time of transmission of the report

· Name of the person who transmitted the report

· Name of the person who received the report

· Name of the teamleader (Chief Monitor)

· Name of the assistant of the teamleader

Information about resources:

· Number of Care staff present at the distribution point

· Number of Care cars present at the distribution point

Information concerning the food commodities:

· Number of attended beneficiaries that specific day

· Type of beneficiary

· Number of unloaded trucks that specific day

Warehouse information:

· Returned amount of the different types of food commodity from the previous day

· Received amount of the different types of food commodity

· Distributed amount of the different types of food commodity that specific day

· Balance of the amount of left over commodities for the different types

Partners:

· Names of other partners present at that specific day (WFP, OCHA, MINARS, MSF, Concern, Community Leaders, Soba)

1.5.2 The tasks of the Field Monitor

Control during Distribution

The Field Monitor is responsible for the control of the distribution system. He has to report failures in the system to the Project Manager.

· Weight Check

About 20 percent of the beneficiaries go to an extra check on weight; it is a random choice per family size group. The other 80 percent leave the distribution process. The Field Monitor does the weight check or, when he is not around, one of the Food Aid Monitors. When it is evident that the given food rations do not compare to the defined ration scales the Care employee gives a sign to the Scoopers to change their way of working. The monitor uses a Food Sample Form to write down the results of his weighting. 

Information on the Food Sample Form:

· Date of dispatch

· Municipality

· Planned and distributed family size

· WFP Ration Card number

· Planned and distributed amount of the different food commodities per WFP Ration Card

· The average distributed amount of a food commodity for all WFP Ration Cards

· The percentage of serving a specific food commodity by comparing the average distributed amount to the planned amount of food commodity

· Signature of the Field Monitor and Food Aid Monitor

Based on different Food Sample Forms the Field Monitor provides an Efficiency of Distribution Form, in Portuguese called ‘Eficiencia de Distribuição’. On the form the percentage of distributed commodity to the different family sizes related to the planned amount is given. Also the percentage of total distributed commodities to a certain family size related to the total planned amount is given. 

· Status Reports

The Field Monitor provides a Beneficiary Status Report by gathering the data in the field at the registration point. The Beneficiary Status Report gives the following information:

· Name of the community

· Category of beneficiary

· Population planned, served and to be served.  This numbers of these three categories are given in numbers of families and numbers of persons.

Also for the Commodity Status Report the Field Monitor is gathering the data in the field. He keeps a record of the food commodities that are unloaded, are distributed and have to be returned. The information on the form:

· Name of the community

· Date of distribution

· Per type of food commodity: received, distributed and returned amount of food

At the office level these two status reports are compared with the reports the Food Aid Monitor Team provides. This gives an extra check. Care has to be accountable in its way of working.

Household Food Security Review

Next to the controlling task the Field Monitor is responsible for the Household Food Security Review. The first day and tenth day after the distribution day he does a food evaluation on the same group of beneficiaries who had been gone to the extra weight check. He passes by the houses of the beneficiaries and he checks how much food commodities a household still has. The monitor uses per community a Food Evaluation/IDP’s House Form. 

The Food Evaluation/IDP’s House Form includes:

· Name of the Community

· IDP’s Names

· WFP Ration Card Numbers

· Remaining amount of the different food commodities

By using the data of the Food Evaluation/IDP’s House the Field Monitor makes a summary of the results per community and puts that in an food evaluation report ‘Relatório de J, J+1 eJ+10’, translated Report of the Distribution Day, Day +1 and Day +10’. The overview report gives the names of the communities, the average distributed and remained amounts per food commodity for one community, and the average of that amounts for all communities. The results in the food evaluation report do not involve consequences for the beneficiaries. As soon as a beneficiary has passed the last checkpoint he can do whatever he wants with the food. The evaluation is done to have a better idea about the target group; it has no direct consequences for the beneficiary.

The Field Monitor also does a market review. Every week he looks on different markets for the available food and the prices. Items where he looks for are potatoes, rice, maize flour, manioc flour, vegetable oil, sugar, tomatoes, sweet potatoes, salt, fish, meat, chicken, onions, cabbage, garlic and pasta. Together with the food evaluation report there will be a better idea about the target group.

Since August 2002 the Household Food Security Review is no longer taken out. A lot of beneficiaries are returning to their area of origin. Therefor most of the beneficiaries can not be found again in the camps after a couple of days for the review.

1.5.3 Halfway a Distribution

When there are still food commodities in the field at the end of a distribution day and the distribution to the specific community will go on the next day, the commodities are brought back to the warehouse or protected area to stay there overnight. If there is transportation involved the Food Aid Team uses the Halfway a Distribution Form. One copy of the form is kept in the warehouse record. Another copy is kept in the Care Kuito Office records. At the same time the form is authorisation for a truck to leave the Care Warehouse with that certain amount of commodities the next day. The name of the form in Portuguese is ‘Autorização de Saída de Viatura com Mercadoriá’.

Information in the Halfway a Distribution Form:

· Date

· Camp of destination

· Name of driver

· Number plate

· Type of commodity

· Number of planned persons

· Planned quantity of commodity

· Received quantity of commodity at the distribution point

· Distributed quantity of commodity

· Number of attended persons

· Number of persons to be attended the next day

· Quantity of units to be dispatched the next day

· Weight per single unit commodity

· Total weight of commodities to be dispatched the next day

· Signatures of a Food Aid Monitor, the Chief Food Aid Monitor, the Regional Director, the Warehouse Supervisor


Figure 2‑8
Transportation Halfway a Distribution

Distribution Report at the end of the actual distribution process

At the end of a distribution to a certain group of beneficiaries the Food Aid Monitor Team has to report to the office about the distributed food commodities. The team provides a Distribution Report. There are several documents involved.

The Distribution Report is a summary report of the finished distribution. The report contains the following information:

· Name of the municipality of origin and of the camp

· Distribution period

· Type of beneficiary

· Demographic data: 

· Number of families and number of persons per family size group

· Gender information. Planned, actual distributed and absented persons in the categories male, female, children male, children female.

· Planned and actual distributed ration scale per beneficiary for all food commodities

· Truck movement data: Waybill numbers, for every waybill the delivered amount of food commodities in Metric Tonnes, the total delivered amount per type of food commodity. 

· Distribution data per type of food commodity: Amount of food commodity received from WFP, distributed to the beneficiaries, left over at the end of the distribution period.

· Data on the distribution quantity to beneficiaries: Planned and distributed total amount of food commodity to the target group, percentage of distribution based on these figures. 

· Questions: 

· Is the food delivered according to the schedule? When not, why?

· Are the distribution activities managed as foreseen? When not, why?

· What other problems appeared during the distribution? Give comments and solutions how to avoid those problems.

Annexed to the Distribution Report are: 

· Commodity Receiving Register: the meaning of this form is discussed in paragraph 2.5.1
· Folha diária de Distribuição de Bens Alimentares: List of served WFP Ration Card numbers and family sizes

· Care Waybills 

· Returns Balance

The Returns Balance form consists of two parts. The Care Warehouse Supervisor fills the second part when he receives the food. He will count and check the amount of returned food with the figures on the form written down at the distribution point. 

The first part of the form contains the following information:

· List of Waybill numbers used for the delivery of food at the distribution point

· Name of the municipality of origin and of the camp

· Number of beneficiaries

· Type of beneficiary

· Received amount of food for the different types of commodity

· Left over amount of food for the different types of commodity at the end of a distribution

· Date of issue

· Signature of the Soba, one member of the Food Aid Monitor Team and the truck driver

On the second part of the form the following information is given:

· Waybill numbers used for delivering of the left over commodities at Care Warehouse

· Left over amount of food for the different types of commodity arriving at Care Warehouse

· Date of issue

· Signature of the truck driver and the Warehouse Supervisor

Warehouse Reports

The Care Warehouse in Kuito is different from the other warehouses. In Kuito Warehouse the physical stock only contains left over commodities from food distributions. The other warehouses are also used to store the total amount of food, which is received from WFP Warehouse to do the monthly distributions.

Every Care warehouse keeps a Stock Register. In the register the Warehouse Supervisor writes down the data on in- and out-going stock. In case of Care Kuito Warehouse he writes down the imaginary in- and out-going stock when the food is transported directly from the WFP Warehouse to the distribution points without unloading at Care Warehouse.

Per food commodity the Warehouse Supervisor fills the Stock Register as follows:

· Date 

· Description: Received from or issued to a certain distribution camp

· Number of the Waybill

· Number plate of the vehicle who brings or takes out the commodities

· Data on stock-in and stock-out and the resulting balance

At the end of the month the data from the Stock Register is summarised in the warehouse Commodity Status Report by the Warehouse Supervisor. This report gives information about the physical present stock per food commodity at the beginning of the month. Also information is given about the received and distributed amount of food that month. The combination of these data gives the balance according to documentation. A physical inventory is carried out at the end of the month to check if there are differences between balance and physical inventory. The differences are subdivided in categories of causes. 

The Commodity Status Report is sent to Care Sub Office Kuito together with some annexes to be checked by the Senior Project Secretary and the Project Manager. The appendices are:

· WFP Waybill (pink)

· Detailed overview of the Returns from Distributions: identification of the origin camp, waybill numbers, date of dispatch, per food commodity the amount of returned food given in units

· Detailed overview of the Left Over Food Commodities used in a new distribution: identification of the destination camp, waybill numbers, date of dispatch, per food commodity the amount of returned food given in units

· Results of the physical stock count per food commodity

When the Project Manager has signed the Commodity Status Report the Senior Project Secretary takes the WFP Waybills to add them to his monthly report to WFP.

1.6 Kuito: The use of left over food commodities in a new distribution

Due to the Stock Register the Warehouse Supervisor of Kuito is able to give the Project Manager information about the actual level of stock. As soon as the Project Manager is aware that there is enough of all types of food commodity in Care KuitoWarehouse to serve a certain community, Care will send a request to WFP to reduce the quantity of commodities from that certain community to zero.

At Care Sub-Office Kuito an Loading Authorisation is made, called ‘Autorização de Carregamento com Mercadorias’. Based on this authorisation the Warehouse Supervisor makes a Care Waybill. He also fills the Control of Loading form for private transport companies. With both documents the truck leaves to the distribution point. The continuation of the distribution process is like the situation described above.


Figure 2‑9
Use of left over commodities in a Kuito distribution

The situation for the other distribution locations is different. 

· The Care Warehouses in Camacupa and Cuemba provides their physical stock level to the Care Sub-Office in Kuito at the end of a month. The Senior Project Secretary informs WFP about the physical stock level. WFP makes a calculation to fill up the stock to a certain level based on the MAPA and the defined monthly Ration Scale.

· At the end of the month the staff responsible for Gamba and Chitembo provides the Senior Project Secretary with information about the amount of left over commodities. The secretary makes a calculation. Based on that calculation he requests to WFP to reduce the monthly amount of food commodities for the coming month with a certain quantity.

1.7 Monthly reports to World Food Programme

At the end of the month the Senior Project Secretary combines the received information from all the distributions in a certain distribution location in his monthly reports to WFP. 

The Recipient Status Report is made per type of beneficiary for every distribution location separately. Information in the report is:

· Name of the camps

· Dates of distribution

· Number of families and persons planned and distributed

· Number of the Waybills

· Per food commodity: amount of food planned and distributed

· Signatures of Senior Project Secretary, Field Co-ordinator, Project Manager, Regional Director

Attached to the Recipient Status Report is the Gender Overview per distribution camp, called the ‘Mapa de Controlo dos deslocados distribuídos por Género’.  WFP likes to have the data on the number of men, women, male children and female children. 

The Senior Project Secretary also provides the Bill of the distributed food commodities to WFP Kuito with the WFP Waybills attached to it. The Portuguese name of the Bill is ‘Factura de Distribuição de Alimentos ao PAM Kuito’. Care receives an amount of money for every metric tonnes of WFP food commodity it has distributed. Next to that Care receives a fixed amount per month. This money is to cover the office expenditures and the expenditures concerning the actual distribution process. The amount of money Care is receiving depends on the distribution location. An overview of the WFP rates is given in the table below.

Table 2‑2
WFP Rates for the Implementing Partner

Distribution location
Variable costs (USD/MT)
Fixed costs (USD/month)

Kuito
8.96
34,998

Camacupa
8.25
23,011

Cuemba
10.70
27,460

Gamba I&II
18.20
6,026

Chitembo
14.14
26,121

For the distribution location Kuito WFP also asks for a document called ‘Referente a Distribuição de Produtos Alimentares no Kuito’. This document gives an overview of the distributed food commodities in Kuito by using the WFP Reference Code for the different batches of commodity. The information in the report is:

· WFP Project number

· Reference Codes

· WFP Waybill numbers related to the Reference Code

· Units of the food commodity per WFP Waybill number related to the Reference Code

· Metric tonnes of the food commodity per WFP Waybill number related to the Reference Code

· Variable costs per unit according to the WFP Rates

· Resulting total costs per WFP Waybill

· Subtotal per Reference Code

· Grand total of all the subtotals per Reference Code

This Reference Code Overview report gives the secretary the opportunity to double-check the Recipient Status Report. The grand total has to be the same. 


Figure 2‑10
Monthly Reports to WFP

Introduction Logistics

This chapter presents the Logistics Analysis Tool which is used in the research. After a description of the meaning of Logistics Management, the Supply Chain Management Orientation is introduced as the methodology of analysis. The plan of action is given in paragraph 3.3. 

1.8 Logistics Management

Before designing a logistics framework, it is necessary to define the term ‘logistics’. The Council of Logistic Management gives the following definition of logistics. ‘Logistics is the process of planning, implementing and controlling the efficient, effective flow and storage of raw materials, in-process inventory, finished goods and related information from point of origin to point of consumption for the purpose of confirming to customer requirements. This definition includes inbound, outbound, internal, and external movements, and return of materials for environmental purposes.’
 

Logistics Management is concerned with the tuning of information and supply flows to the client market in such a manner that the demand of the client can be satisfied against optimal costs. There are four areas in Logistics Management.

1. Physical Supply

2. Material Management (or Production Logistics or Inbound Logistics)

3. Physical Distribution (or Outbound Logistics)

3.1. Supply Management

3.2. Warehouse Management

3.3. External Transportation Management

4. Reverse Logistics


Figure 3‑1
Four areas in Logistics Management and their relations

In case of the Care Food Emergency Project in the Bié Province the first two areas of Logistics Management are covered by World Food Programme. Care takes care about the physical distribution of food commodities and the involved reverse logistics. The clients in the project are the beneficiaries.

Supply Chain Management

Supply Chain Management is concerned with the tuning of logistical activities in different links of the chain to improve the logistical achievement of the entire supply chain. The principles of Supply Chain Management will be used as methodology of analysis. The whole process from agreement on beneficiaries to the monthly reports can be seen as a chain with different actors, who are related to each other and who are adding value to the whole process of Food Distribution.

Supply Chain Management is applied on four levels:

I. Physical Design:

The increase of the efficiency in the handling of the physical supply flow

II. Management System:

The systematic use of management information from other links within the supply chain 

III. Information Flows: 

The tuning of information flows to avoid information rifts.

IV. Organisation Structure:

The transfer of logistic planning tasks.

1.9 Plan of action

For analysing the Care Logistics Management of Physical Distribution and Reverse Logistics in the five distribution locations under Care responsibility, the Supply Chain Management (SCM) orientation is used.  For every level in de SCM orientation the characteristics of the food distribution system is given and the problems or possibilities for improvement are defined.

The five distribution locations under Care responsibility are:

1. Kuito

2. Camacupa

3. Cuemba

4. Gamba I&II

5. Chitembo

In the table below the number of beneficiaries Care is serving are given, based on the MAPA from July 2002.

Table 3‑1
Number of beneficiaries Care is serving, MAPA July 2002

Distribution Location
New IDPs

Arrived from Oct. 2001
Old IDPs 

arrived till Sept. 2001
Returned

People
People in

guest areas


Families
Persons
Families
Persons
Families
Persons
Families
Persons

Kuito
17,052
76,800
13,714
54,709
--
--
--
--

Camacupa
16,488
58,700
--
--
--
--
--
--

Cuemba
--
--
--
--
6,311
24,965
--
--

Gamba I&II
--
--
--
--
--
--
3,210
9,624

Chitembo
428
1,481







Sub Total
33,540
136,981
13,714
54,709
6,311
24,965
3,210
9,624

Grand Total
Families:    56,775
Persons:    226,279

A diagram of the plan of action is given below.


Figure 3‑2
Plan of action for logistics framework

The analysis of the Logistics Management of World Food Programme (WFP) is not given. WFP is only mentioned in relation to Care.

Logistics Analysis - Supply Chain Management Orientation

In this chapter the project characteristics concerning the elements of Physical Distribution and Reverse Logistics are given for the four levels of the Supply Chain Management Orientation. The enumeration of characteristics is focused on improvement possibilities. In this chapter the experiences from the meeting and the workshop are included. The extensive description of the processes within the Bié Food Emergency Project can be found in chapter 2. Appendix D gives an overview picture of the situation of the warehouses and distribution points.

1.10 Physical Design

1.10.1 Supply – Physical Design

Loading of supplies from WFP

· WFP is Care’s only supplier of food commodities.

· Based on the monthly General Distribution Plan WFP provides the food commodities to Care. 

· The defined number of beneficiaries together with the defined ration scale per beneficiary determines the total planned amount of food commodities per distribution action, which will be provided by WFP.

· WFP provides food commodities in fixed units of a certain weight.

· The loading and unloading of trucks is done by a group of 20 stevedores in the age from 18 till 25. They are paid 3.33 USD per working day.

· The loading of food commodities at the WFP Warehouse is done in a random way. It is not done according to guidelines concerning the sequence of loading or the arrangement of the cargo on one truck.

· When there are a lot of broken bags of boxes of a certain food commodity loaded from WFP Warehouse, there can be too less to serve all the beneficiaries with that commodity. This is especially the case with food commodities from which the ration scale is small, like salt, sugar and oil.

At the distribution point

· At most of the camp locations there are wooden buildings for the food distributions, the so-called distribution centres. 

· When it is not raining the distribution takes place near the houses of the beneficiaries. This is not always in the distribution centre.

· The Scoopers are supplied with distribution buckets by the Food Aid Monitor Team to give the right amount of food to each beneficiary. The Scoopers are selected from the beneficiaries by the Sobas.

Specific elements per distribution location

· Kuito: From WFP Warehouse the supplies go straight to the distribution points on the date of distribution. 

· Other distribution locations: From WFP Warehouse the total supplies for all distributions in the coming month go to the warehouses or protected area once a month. 

Points of awareness

· In Cuemba there were problems with the stevedores. They refused to work for Care because they are not paid for three months. The stevedores also ask for a higher salary, because the work is very hard.

· WFP plays an important role in the whole distribution process. Care is mostly concerned with the executive work, namely the physical distribution and reverse logistics. Especially in Kuito Care is dependent on the internal processes within WFP. The loading of supplies at WFP Warehouse can only start when the right documents are there on the right time in the right manner. 

· There is often a delay at the distribution points. The distribution cannot start after the arrival of the first truck because not all types of food commodity are received yet.

· The Care Warehouse Clerk at WFP Warehouse has to supervise the loading processes over there. Often there is more than one loading process going on at the WFP Warehouse at the same time. Compared with the fact that WFP Warehouse is split up to two sites, it is impossible for the Care Warehouse Clerk to supervise the different loading processes at different locations at the same time. 

· Most of the roofs of distribution centres are not sufficient to deal with the raining season. 

1.10.2 Warehouse – Physical Design

General 

· The location of the warehouse is related to the available space and existing buildings. There is no process for searching the optimal location in terms of investment costs and operational costs.

· The terrain of the warehouse is watched over by guards for 24 hours a day.

· In the warehouse all food is stored on pallets by commodity. The pallets are standing in a distance of about half a meter from each other and the wall. 

· When there is enough space available in the warehouse new food will be stored separate from older food. Otherwise the new food is put on top of the older food.

· Most of the time the different layers on a pallet do not contain the same number of units. This is because the way of storing. The number of units in a layer is written on the sack or box at the corner. For example the way of storing is as follows: 


Figure 4‑1
Present way of storing in warehouses

Specific elements per distribution location

· In Kuito and Camacupa there is a path in the middle that makes it possible for a truck to drive into the warehouse. At the other locations the truck has to be loaded and unloaded in the open air.

· In Kuito and Camacupa when there are food commodities returning to the warehouse halfway a distribution the truck drives into the warehouse and stays there unloaded till the next day. In Cuemba it is not possible to drive into the warehouse. The truck is unloaded and the food is brought into the warehouse. The next day the truck is loaded with that same food. In Gamba I&II and Nharea the warehouse or protected area is next to the distribution point, so food is taken out at need. 

· In Camacupa and Cuemba the Warehouse Supervisor cannot attend the unloading and loading process at the warehouse, because he has other obligations at the same time. For example in Cuemba the Warehouse Supervisor has to be present at the unloading process at the airport. Then the driver takes care about the dispatch.

Kuito:

· Only in Kuito the warehouse has a generator and is the terrain lighted during darkness.

· The warehouse of Kuito consists of two tents each with a capacity of 400 MT. One tent is used for the Food Emergency Project, the other one for Farmer Project.

· To protect the food commodities in the warehouse against overflow in raining season there are drains dug around the tents.

Cuemba:

· In Cuemba Care uses 3 existing buildings as warehouses for the Food Emergency Project. These warehouses are not located on the same terrain.

· The capacities of the different warehouses are approximately 100, 400, and 600 MT.

· There is a fixed procedure to divide the different food commodities among the three warehouses. 

Gamba I&II:

· In Gamba I&II there is no warehouse building. There is only a by the military protected area where the food commodities are stored below plastic sheets. WFP delivers the food commodities only in a short period from the planned distribution.

Chitembo:

· In Chitembo Care uses a government warehouse. The government takes care about the protection of that specific warehouse.

Points of awareness

· When in the warehouse new food is placed upon older food on a regular basis, because of the lack of space, in the end the food at the bottom of the pallet will become very old and near the date of expiry. With this way of storing the risk of spoiling is high.

· The different layers on a pallet do not contain the same quantity of units. The construction is not closely packed. Therefor is not possible to store higher than four metres. 
· Except for Kuito and Camacupa the trucks have to be loaded and unloaded in the open air at the warehouse. Especially in raining season this is a problem, the food commodities will become wet. When the commodities are stored in a wet condition the risk of spoiling is high. Another problem is that during heavy rain the loading or unloading will be suspended and therefor the distribution planning is disturbed. 

· Not all the warehouses or protected areas have lights during the night. This makes it more difficult to secure the food against theft.

1.10.3 External Transportation – Physical Design

Appendix D gives an overview of the transportation flows from WFP Warehouse to the different distribution locations.

General

· When Care hires a private transportation company, it provides a monthly contract to the company. Payment is based on day period of working proved by the document ‘Control de Carregamento’.

· For every distribution location there is one car to transport the Food Aid Monitor Teams to the distribution points. One team that has one car serves Gamba I&II and Chitembo. 

· The Food Aid Monitor Teams for Camacupa and Cuemba live there during the distributions and have their own car. The teams for Kuito and GambaI&II & Chitembo live in Kuito and go to the distribution points for the distribution action. They also have their own car per team.

· The roads are in bad condition. They are not metalled. Especially during raining season the roads are hardly accessible.

Specific elements per distribution location

· Only in Kuito Care is doing the transportation from WFP Warehouse to the distribution points. For all the other distribution locations WFP takes care about the transportation from WFP Warehouses to the Care storing places.

Kuito:

· In Kuito there are only three private trucks available on regularly basis to do the transportation to the distribution points. The reliability of these trucks is low; they often break down.

· The capacity of the trucks is approximately 18 MT.

Camacupa:

· WFP uses its own trucks for the transportation to Care Warehouse Camacupa. 

· From Care Warehouse to the distribution points the transportation is done by a private transport companies hired by Care.

Cuemba:

· Due to a broken bridge there is no road access from Kuito to Cuemba. Once a month WFP flies the food commodities for the coming month to Cuemba. The government promised to repair the bridge before the end of the year 2002, but there are general doubts that this will actually happen.

· The transportation from Care Warehouse to the distribution points is organised by Care. For the transportation to distribution points within 5 kilometres of Cuemba Care uses its own truck. When distribution points are further away then 5 kilometres the transportation is done by FAAE, government owned trucks. The 5 kilometres border is used because of safety reasons; there are a lot of mine fields around Cuemba.

Gamba I&II

· WFP is responsible for the transportation to the protected area where the commodities are stored. WFP uses its own trucks.

· The distribution point is next to the protected area, so there is no further transportation involved from the area to the distribution point.

Chitembo:

· WFP uses its own trucks for the transportation to the government warehouse in Chitembo.

· The distribution point is next to government warehouse, so there is no further transport involved from the warehouse to the distribution points.

Points of awareness

· In Kuito and Camacupa the availability of private trucks is low. Often there are not enough trucks to do the transportation to the distribution points. In the end this will disturb the monthly distribution plan.

· The roads are in bad condition and this has a big influence on the distribution processes during the raining season. Often it is not possible to reach the beneficiaries on the scheduled time. So the beneficiaries has to do more than a month with their monthly ration of last distribution. The household food security can not be guaranteed.


Reverse – Physical Design

General

· When tools used in the distribution process are broken, for example a car or a balance, there is no reverse policy for them. They just stay at the office or in the warehouse. 

· A distribution day has to end at 16.30 hr because of the falling darkness. All the food commodities that are at the distribution point have to be returned to the warehouse before darkness. 

· If the beneficiaries do not show up, their distribution rations become left over commodities at the end of the announced distribution period. The left over commodities will be used for a new distribution.

Points of awareness

· There is nothing done with the broken tools. Probably some parts of those tools can be used for other purposes.

· In Kuito a combination of left over commodities of different distributions will be used for serving another community. It is important to know the expiry date of all the different batches to avoid the distribution of spoiled food.

1.11 Management System

1.11.1 Supply – Management System

General

· Care had no contact with original suppliers. 

· All the information to make a Care General Distribution Plan is given by WFP.

· WFP provides the commodities to Care based on its monthly General Distribution Plan. Care has nothing to do with decisions about the replacement of stock at a certain level.

· The Supply Management of Care restricted oneself to the handling of the fixed amount of food commodities received from WFP. For every distributed Metric Tonnes Care receives an amount of money, depending on the distribution location.

· The registration and verification of beneficiaries is done by WFP on monthly basis. 

· The ration scales per category of beneficiary are defined at WFP level.

· Based on the Care General Distribution Plan WFP provides a Loading Authority to the WFP Warehouse. Based on the information in the loading authority the WFP Warehouse staff makes a WFP Waybill.

· WFP has two warehouses. In Warehouse 2 the loading procedure is interrupted by a lunch break from 12.00 to 14.00 hrs every day.

Points of awareness

· Care is dependent on the internal processes within WFP to provide a loading authority to the WFP Warehouse. The internal process within WFP passes several desks, so attention of the Care Warehouse Clerk at WFP Warehouse is required if the right amount of food according to Care General Distribution Plan is loaded or not. It happens often that there is a difference between the data from WFP and the data in the General Distribution Plan. WFP changes the data on which Care bases its General Distribution Plan without informing Care on time. Often there is also a delay in sending food to the distribution points, because of a delay in delivering the WFP Loading Authority to WFP Warehouse.

· The interruption of the loading process at Warehouse 2 due to the lunch break is too long.  For two hours there is no loading possible.

1.11.2 Warehouse – Management System

General
· The Warehouse Supervisor has a 24 hours overview at warehouse level by holding a Stock Register. He can provide the Project Manager with this information.

· At the end of each month there is a physical stock counting done by some of the Food Emergency staff from Care Sub-Office Kuito. This will be the Project Manager, the Project Secretary or the Field Co-ordinator.

· The warehouse guards are aware of all in- and out-going movements. Since a couple of weeks the Regional Director introduced a Gate Logbook to record these movements and the amount of food commodities that is going in or out. The Warehouse Supervisor has to check the books. Also a third person can make a comparison between the Gate Logbook and the Warehouse Reports.

· On every pallet with food commodity a form is attached to the sacks or boxes. On the form there is information about the different dates of entrance, the waybill numbers, the total amount of the commodity per waybill, the amount of received commodity per waybill and the total amount of all waybills together that is the total amount on the pallet.

Points of awareness

· The Project Manager is often not informed about the daily stock movements at the warehouse level. There is no daily routine of reporting from the Warehouse to the office. 

1.11.3 External Transportation – Management System

General

· For the Senior Project Secretary it is hard to arrange enough private trucks in Kuito and Camacupa to do the transportation to the distribution points and if necessary from the distribution points back to the warehouse. 

Points of awareness
· There are several reasons why it is hard to find private trucks. First of all there are not many trucks on the market to hire. Second there are truck owners who refuse to work for Care because they sometimes had to wait for three months before they got their money. When Care is not receiving enough money to cover all the costs, the higher management sets priorities. The payment of truck owners has no high priority. Also the private transport companies make often in mistake in filling the forms and delivering the documents required for Care payment.

Reverse – Management System

General

· At the end of a distribution period the left over food commodities are brought back to the warehouse. One member of the Food Aid Monitor Team, the Soba and the driver have to sign the Returns Balance. Often there are difficulties with the Soba who refuses to sign the form. He and the beneficiaries do not trust that the left over food commodities are actually brought back to Care Warehouse. 

· Often the transportation of left over food commodities from the distribution points to the Care Warehouse is difficult. When a driver has delivered the food at the distribution points he has to stay standby. He can stay standby at the Warehouse, at the distribution point or somewhere else. The Food Aid Monitor Team and the Warehouse Supervisor have to communicate with the truck driver about the expected time of contact. There is no radio contact possible with the driver.

· Sometimes when the trucks reached the Care Warehouse with the returns halfway a distribution or with the left over food commodities the warehouse staff is already gone, because it is after 17.00 hrs.

· The Project Manager has to take the decision to do a distribution with the left over commodities in Care Kuito warehouse. So the manager has to be aware of the actual stock level. 

Points of awareness
· For the Soba and the beneficiaries it is not clear what is going to happen with the left over food commodities. They think that the food belongs to their community. They are not aware of the policy to use left over food commodities for another distribution. They say that the Food Aid Monitor Team takes the food for private purposes.

· Truck owners try to combine different businesses on one day. This is partly the result of the late payment by Care. After the delivery of the food commodities at the distribution points most of the drivers go to another business. At the end of a distribution day it is hard to reach the driver to bring the returns or left over commodities from the distribution points back to Care Warehouse.

· When the warehouse staff is already gone, there is no supervising on the unloading process and forms can not be filled. This is not good for the accountability of Care.

· The Project Manager is often not informed about the movements concerning the left over food commodities at the warehouse level. There is no daily routine of reporting from the Warehouse to the office, also stated in paragraph 4.2.2.

1.12 Information Flows

In Appendices I, F, G and H an overview of the involved documents in the Food Emergency Project is given.

At lot of the characteristics concerning the information flows are already discussed in the two former levels. In this paragraph only the new items will be described.

General:

· There is a lack of communication in the whole organisation. For example staff members are not aware of changes in the schedule and the policy. They are not provided with information on a regular basis. Information is not shared with or spread through the whole organisation. Even on the higher management level there is no regular communication.

· There are a lot of documents involved in the Food Emergency Project. Most of the documents have a long descriptive name. For an outsider is not clear at first sight in which part of the process the document is used and for what purpose.

Points of awareness

· With the lack of communication lines staff members cannot do their tasks in a good and efficient manner. Staff members work unconsciously of each other and so they waste a lot of energy.

· Care uses a lot of documents in the food distribution process. On central organisation level there is no written down overview of all documents involved in food distribution.  Also most of the documents lack a short, unique name that defines their contents. Some documents haven’t a name, then addressing to a document involves a lot of description. The whole bunch of documents can easily create a lot of confusion in the organisation especially when there is no overview of the purposes and relations of the different documents.

1.12.1 Supply – Information Flows

· Like stated above there are a lot of documents involved in the Food Emergency Project. The data on the supplies from different forms is combined by the Senior Project Secretary to make the monthly reports. 

Points of awareness

· Often the secretary finds a lot of mistakes in the filled out forms. He has to go and check personally what is really going on. This interviewing and visiting takes a lot of time. Next to that the secretary lacks a central information system where he can find all the information in the same format.

1.12.2 Warehouse – Information Flows

· In March 2002 an order for new Care Waybill books was sent to Care Luanda Office. The delivery took until October 2002. Due to the lack of Waybill books Care Kuito worked with own made printed forms from the computer and for the copies carbon paper was used. Care Kuito already orders according to an order level. This means when the supply of Care Waybill books reaches the level of X books, an order will be sent to Care Luanda Office. The predicted need and the receiving time from Luanda are taken into account by defining the order level.

Points of awareness
· Care Waybills are important to the distribution process. A lack of unique numbered Waybills is not good for the accountability of Care.

External Transportation – Information Flows

· The communication between the Food Aid Monitor Team and the Warehouse Staff concerning the transportation is not optimal. For example, when there are returns or left over commodities, the warehouse staff is not always reachable to co-ordinate the transport. 

Points of awareness

· The lack of communication between the Food Aid Monitor Team and the Care Warehouse staff is mainly caused by an insufficient availability of communication tools. Not every team has a radio and enough batteries to cover the whole distribution day.

1.12.3 Reverse – Information Flows

· Sometimes at the end of the announced distribution period not all the beneficiaries are served, but because of the falling darkness the distribution has to end. The team can ask for an extra distribution day before 16.00 hrs, because there has to be send an announcement to WFP in connection with the loading schedule for the next day.  

Points of awareness

· Sometimes the team is not able to reach the Project Manager to ask for an extra distribution day. Then the team has to two options. The first option is to fill in the permanent form and end the distribution, so the waiting beneficiaries don’t get their monthly ration. The second option is to go on with the distribution in spite of the falling darkness to serve all the beneficiaries. This last situation also takes place when a distribution is at the last day of the month. The team wants the community to be served within the calendar month to avoid administrative problems.

1.13 Organisation Structure

It was hard to analyse if the way Care is organised, supports the Food Emergency Project in an optimal manner. The staff members of the Food Emergency Project do not like to talk about the fulfilment of tasks and responsibilities on the different organisation levels. Most of the information stated below is obtained by comparing and checking rumours and indirect answers to questions. Often the answer to direct question was literally ‘that is not on our level, we don’t know’. Probably the staff members do not dare to talk about these issues because they are afraid to lose their job when they will be too critical.

The information in this paragraph should be handled very carefully. This paragraph is not divided into sub paragraphs handling supply, warehouse, external transportation and reverse.

In Appendix B an Organisation Chart is given for the Bié Food Emergency Project.

General

· At the moment the organisation structure is not complete. The position of Assistant Project Manager is vacant for approximately four months now. At the moment the Project Manager and the Senior Project Secretary mostly do the identified tasks of the Assistant Project Manager. 

· The Project Manager has the final responsibility of the Food Emergency Project. Therefore it is necessary to have an overview of all the food commodity movements. The Project Manager introduced a daily report for the Food Aid Monitor Team to have a 24 hour overview.

· The procedures of the handling of left over food commodities are not clear to the staff members. The higher management gives no feedback on this issue. For example the Scoopers at the distribution points are allowed to take some of the food when there is small amount of left over commodities within the plastic sheets. This is an informal procedure. There are no guidelines about the definition of ‘small amount’; this is left to common sense of the Food Aid Monitor Team. In the past, until March 2002, Scoopers were paid for their work. In March the policy changed, Scoopers became volunteers. The thought behind the policy was that Scoopers are beneficiaries themselves and they help their own community. To give them some extra the Scoopers get some of the left over commodities.

· The position of Field Monitor is important for an extra check on the working of the Food Emergency Project. At the moment there is only one Field Monitor in the whole project. The Field Monitor is not allowed to visit all the camps, he has a defined target group around Kuito.

Points of awareness

· Both the Project Manager and the Senior Project Secretary are doing more than described in their job descriptions. They are overloaded with too many tasks and this has a negative influence on the optimal fulfilment of the tasks. One point of awareness given during the workshop is for example that the Project Manager sometimes cannot be reached to solve problems or to give permission for a certain action.

· According to the Project Manager there is a lot of reluctance from the Food Aid Monitor Teams to provide the daily reports. During the workshop it was stated as a problem that the daily report goes directly to the Project Manager without passing the Field Co-ordinator. All monitors have their own Chief Monitor. All Chief Monitors are reporting to the Field Co-ordinator. When there are problems in the field the Field Co-ordinator will usually take these problems to one level higher in the organisation, in the current situation to the Project Manager. With the procedure of the daily report the organisation hierarchy is not taken into account. According to the group this will effect the respect and authority of the Field Co-ordinator what can cause troubles in other situations.

· The work procedures are obviously not clear enough. This has a negative influence on the work attitude in the whole organisation and therefore on the performance of the whole Food Emergency Project.

· The Scooper policy has more sites. Care is saving money by no longer paying the Scoopers for their activities. The value of the small amount of left over commodities given to the Scoopers at the end of a distribution day is less than the salary expenditures in the past. But it is dangerous for the reliability of Care when it is providing food without strict procedures. This is sensitive for corruption and so for creating a bad name in the public opinion. Then the expenditures may even be higher, because the existence right of Care as a humanitarian relief organisation will be in danger.

· The Field Monitor is only active in certain communities in the surrounding of Kuito. His task is important for the progress of the Food Emergency Project. 

Conclusions and Recommendations

This chapter gives a summary of all the points of awareness from former chapters. Recommendations are stated to improve the food management procedures and the logistics of the food distribution processes.

Points of awareness: World Food Programme

· There is a delay in sending food commodities from WFP Warehouse to the distribution points because of a delay in delivering the WFP Loading Authority to WFP Warehouse.

· Often there are differences between the data of WFP and the data in the Care General Distribution Plan. WFP often changes the data on which Care bases its plan without informing Care on time.

· There is a delay at the distribution points because the first truck does not contain all types of food commodity so the distribution cannot start. 
· It is impossible for the Care Warehouse Clerk at WFP Warehouse to supervise all the loading processes at the two sites of the WFP Warehouse at the same time.
· Due to a two hours lunch break the loading process at WFP Warehouse Site 2 is too long interrupted.
Recommendations: World Food Programme

· Organise an official meeting of the highest organisation levels of Care and WFP in Kuito to discuss the internal processes within WFP.

Care is not in the position to change WFP’s way of working by setting new regulations. The only thing Care can do is to arrange official meetings to discuss these issues. The discussion should take place between the highest organisation levels of both organisations to have effect. During the meetings Care has to insist that WFP is thoroughly checking the data from the registration books and statistical maps. Another issue is that at WFP level a rapid and accurate approval of the LTI has to be the normal situation. The communication between the Programme Section and the Logistics Section of WFP must be optimal. The third issue is that the WFP Warehouse staff has to be better trained in making WFP Waybills from the Loading Authority in a good and timely manner. The fourth issue is related to the 2 hours lunch break. Care can give the advice to make lunch shifts so the loading process can be continued. For example, one shift can be introduced from 12.00 to 13.00 hrs and the other shift from 13.00 to 14.00 hrs. 

· Take the sequence of loading and the arrangement of the cargo for one truck movement into account during the loading process.

In Kuito the loading of supplies at WFP Warehouse can be done best in a conscious way to take into account the sequence of loading and also the arrangement of the cargo for one truck movement. The warehouse clerks have to be aware that they put a certain number of all commodities in first truck to make a not delayed start with the distribution in the camp after the unloading of the first truck. This applies also  for the loading at Care Warehouse in Camacupa and Cuemba.

Employ a second Care Warehouse Clerk at WFP Warehouse.

One Care Warehouse Clerk at WFP Warehouse is not enough to supervise the loading processes on the two warehouse sites. To grade up the loading processes there should be two Care Warehouse Clerks at WFP Warehouse. The Care Warehouse Clerk at WFP Warehouse has to be trained how to compare the WFP and Care forms and how to identify the differences.

Points of awareness: Warehouse

· The risk of spoiling food is high when new food is placed upon older food on a regular basis because of the lack of space. The expiry date of food commodities, stored in the warehouses or protected areas, is not known. 

· In Cuemba, Gamba I&II and in Chitembo the loading process has to take place in the open air. During raining season food commodities will become wet or the loading process is suspended.

· With the present way of storing the different layers on a pallet do not contain the same quantity of units and the construction is not closely packed. 

· In Camacupa and Cuemba the Warehouse Supervisor cannot attend the unloading and loading process at the warehouse, because he has other obligations at the same time.

· Not all of the warehouses or protected areas have electric light during he night. This makes it more difficult to secure the food against theft.

· At the end of a day the warehouse staff is often gone, so there is no supervision on the unloading process and forms cannot be completed. 

· Often, the Project Manager is not informed about the daily stock movements at the warehouse level. There is no daily routine of reporting from the Warehouse to the office.

Recommendations: Warehouse
· Introduce a registration and check system concerning the expiry date of food commodities stored in the warehouse.

Care needs a registration and check system for the expiry date of food stored in the warehouses. When there is no expiry date on the boxes or sacks it will be hard to detect that date. Then the Warehouse Supervisor can work with a guideline. For example, when there are X weeks between receiving food from WFP and the distribution of that food, at the distribution points a sample should be taken to check the quality of the food. For the check on the expiry date of food, the Warehouse Supervisor can use the form that is attached to every pallet. 

· Create sheds for the loading and unloading processes at the warehouse.

To avoid loading and unloading in bad weather conditions Care should create space in the warehouse to drive the truck into the warehouse. Outside Care can create a shed for the loading and unloading processes. Then the process can continue and the distribution planning can be hold.

· Introduce a more efficient way of storing with the same quantity of units per layer. 

For a more efficient use of the warehouse capacity, more attention should to be paid to the way of storing commodities on a pallet. The following way of storing creates a solid construction with the same quantity of units per layer, which can be built to approximately 10 metres high:


Figure 5‑1
Solid way of storing commodities on pallets

· Take a warehouse clerk into service for Camacupa and Cuemba.

· Illuminate the warehouse sites during darkness

For security reasons it would be better to have a generator for every warehouse to enlighten the terrain during darkness.

· Be strict in keeping the ‘end of distribution day’ time of 16.30 hrs.

The Food Aid Monitor Team has to keep the ‘end of distribution day’ time. In this way in most cases the warehouse staff does not have to wait long after 17.00 hrs for the last truck with commodities. The warehouse staff has to maintain the communication with the Food Aid Monitor Teams until the last team closed its distribution day. The Project Manager should make the staff aware of the importance of the closing time.

· Introduce a daily warehouse report to have an overview of what is going on in the warehouse.

The Project Manager has to introduce a daily warehouse report to create a daily overview. The report can be designed like the daily report from the Food Aid Monitor Team so that a unified way of daily reporting exists.

Points of awareness: Transportation

· The availability of private trucks for transportation of food commodities is low.

· Some truck drivers have refused to work for Care because they had to wait for three months before they received their payment.

· At the end of a distribution day it is hard to reach the driver to bring the returns or left over commodities from the distribution points back to Care Warehouse, because the drivers try to combine different businesses on one day.

· There is a lack of unique numbered Care Waybills.

The roads are in bad condition and this has a big influence on the distribution processes especially during the raining season. 

Recommendations: Transportation

· Compare the pro’s and cons to buy own Care trucks for transportation of the food commodities

Care has to compare the pro’s and cons to buy its own trucks to do the transportation to the distribution points in the future. In its comparison Care has to think for example about the procurement costs, the maintenance costs, the quantitative translation of the qualitative issues concerned with not reaching the target group on time, the future of the Food Emergency Project in the Bié Province and the policy what to do with the trucks when they are no longer useful in the project.

· Realise the value of private truck owners and translate that into action.

Care has to realise the value of these private truck owners and to translate that into action. The market is not big enough to permit the refusal of truck owners to work for Care. The payment of truck owners needs to have a higher priority in the future. Transportation is a crucial part in the whole distribution process. Care has to persuade the not willing truck owners to work for Care again. Also Care has to provide the private truck owners with a written instruction about what is requested for Care payment.

The lack of transportation for left over food commodities back to Care Warehouse is partly caused by the low priority on paying truck owners. The truck owners are no longer motivated to work for Care, Care has to win back their motivation. When a truck driver does not meet his obligation to show up at the agreed time of contact, it is hard for Care to take measures. Care is not in a very good position: the number of available private trucks is low and together with the lack of motivation to work for Care, Care has no extensive pool of resources. Based on experience Care has to feel the balance between taking measures and contracting private transport companies.

· Be assured that there are always Care Waybills available.

Care Luanda has to be aware of the importance of these Care Waybill books. When the delivery time will become more than supposed by Care Kuito, Care Luanda has to communicate this. So Care Kuito can anticipate on the new delivery time. The use of handmade waybills with carbon paper in between is not recommended in view of the accountability of Care. 

· Lobby at government level to repair and metal the roads.

The only thing Care can do is to lobby at government level to repair and metal the roads. This is the same for the missing bridge in Cuemba. Care has to convince the government that it is important to come into action to repair the infrastructure because this issue is related to the food security of the Angolan citizens.

Points of awareness: Returned and Left Over Commodities

· For the Soba and the beneficiaries it is not clear what is going to happen with the left over food commodities.They say that the Food Aid Monitor Team takes the food for private purposes.

There is nothing done with the broken tools. Probably some parts of those tools can be used for other purposes.

Recommendations: Returned and Left Over Commodities

· Make clear to the Sobas and beneficiaries that the left over food commodities are actually used for another distribution.

It is not good for Care to have such a reputation. Care has to make clear to the Sobas and the beneficiaries that the left over food commodities are actually used for another distribution and that the Food Aid Monitor Team nothing takes for private purposes. For example one way to convince the Sobas and beneficiairies is to allow them to follow the left over food commodities back to Care Warehouse. 

· Investigate if broken tools can be used for other purposes.

Care has to investigate if the broken tools can be used for other purposes. If that is the case Care can sell or give the broken tools to their employees or to the local market. Care has to give every employee equal chances to obtain the broken tools. For the second option Care has to estimate the chance that this action will spoil the local market.

Points of awareness: Information flows

· There is a lack of communication lines. Staff members cannot do their tasks in a good and efficient manner. Staff members work unconsciously of each other and so they waste a lot of energy.

· There is on central organisation level no overview of all documents involved in the Food Emergency Project. This creates confusion.

· Often the secretary finds a lot of mistakes made during the filling of the forms.

· The secretary lacks a central information system where he can find all the information in the same format.

Recommendations: Information flows

· Create communication lines on a regular basis between all the organisation levels.

At the moment there is a quarterly meeting with the Food Emergency Staff. During the meeting the staff members talk about the last period of distribution, problems and solutions. This meeting is not enough to cover the lack of communication during the daily routine of working. Staff members are only aware of changes at the last moment. Without communication on regular basis staff members will not feel concerned with the Food Emergency Project. It is hard to feel responsible when one is not informed and stimulated in time.

· Investigate the usefulness and necessity of all gathered information and the internal links in the Food Emergency Project.

Care has to make a summary list of all documents involved in the Food Emergency Project. Go over this summary list to define the purpose of the different documents and their relations. Investigate the usefulness and necessity of all gathered information and the links. Based on the investigation Care has to define list of documents with short names that cover the contents. This summary list together with a description of the content of each document will make it possible to use the same ‘work language’ within the organisation. The new investigate document flow makes a consequent filling of forms possible and also the creating of a central database.

· Give all new staff an extensive work instruction.

When somebody starts with his job at Care an extensive work instruction has to be given. Care has to develop a work manual for the whole Food Emergency Project. In this manual the working instructions for the different tasks should be written down together with the responsibilities and the communication lines in the organisation. Other topics in the manual can be the handling of common problems, the procedure for reporting and the summary list of identified documents for example.

· Develop a central information system for the Food Emergency Project

A central information system will help the whole organisation and not only the secretary. With a central information system a 24 hours overview of what is going on in the Food Emergency Project can be gained. The filling of the system has to be done in a consequent way and therefor it would be better to make it the task of one person. In the future it will be possible then to have an overview with a few computer strokes.

Points of awareness: Organisation

· Both the Project Manager and the Senior Project Secretary are overloaded with too many tasks and this has a negative influence on the optimal fulfilment of the tasks. 

· Sometimes the team is not able to reach the Project Manager to ask for an extra distribution day.

· There is a lack of communication between the Food Aid Monitor Team and the Care Warehouse staff. This is mainly caused by an insufficient availability of communication tools.

· There is a lot of reluctance from the Food Aid Monitor Teams to provide the daily reports. 

· The work procedures are obviously not clear enough. This has a negative influence on the work attitude in the whole organisation and therefore on the performance of the whole Food Emergency Project. 
· The Field Monitor is only active in certain communities in the surrounding of Kuito. His task is important for the progress of the Food Emergency Project. 

Recommendations: Organisation

· Identify a decentralisation of responsibilities to fulfil tasks in a good and efficient manner.

First of all Care has to put a lot of effort in recruiting an Assistant Project Manager for the Food Emergency Project. On the other hand Care has to think about the relief of the tasks for both the Project Manager and the Project Secretary. There has to be a decentralisation of responsibilities to fulfil tasks in a good and efficient manner.

· State the causes of reaching problems of the Project Manager explicitly

The reasons why the team is not able to reach the Project Manager have to be state explicitly. Then it is possible to take measures to avoid this communication gap that has great consequences for the beneficiaries. Maybe another staff member can be made responsible to take over tasks when the Project Manager can not be reached.

· Provide every Food Aid Monitor Team at least with one radio and two batteries that can cover the whole distribution day. 

· Take the organisation hierarchy serious by introducing new reporting systems.

In the reporting system the organisation hierarchy has to be taken serious in respect to the tasks and responsibilities for every function. Without respect a professional work attitude is hard to achieve. In case of the daily report from the Food Aid Monitor Team the Field Co-ordinator must not be passed.

· Develop a work manual for the whole Food Emergency Project and give the staff a thoroughly training.

For all the staff functions there has to be a thoroughly internal training. The job descriptions have to be clarified and put into relation of each other. At the moment next to the job descriptions there are no written work instructions. Care has to develop a work manual for the whole Food Emergency Project. When the manual is there Care has to update that manual on a regular basis.

· Take more Field Monitors into service for all distribution areas.

Other Points of awareness

· Most of the roofs of distribution centres are not sufficient to deal with the raining season. 

· Stevedores refuse to work for Care, because their salary is not paid for three months. They also ask for a higher salary, because of the hard work.

· There is no official Scooper policy. It is dangerous for the reliability of Care to provide food to Scoopers without strict procedures.

Other Recommendations

· Provide new roofs for the distribution centres.

· Consider a higher salary for stevedores to reward them for their work.

Define an official policy on the payment of Scoopers. 

Care is saving money by no longer paying the Scoopers for their activities. The value of the small amount of left over commodities given to the Scoopers at the end of a distribution day is less than the salary expenditures in the past. But it is dangerous for the reliability of Care to provide food to Scoopers without strict procedures. This is sensitive for corruption and so for creating a bad name in the public opinion. Then the expenditures may even be higher, because then the existence right of Care as a humanitarian relief organisation will be in danger. 


Care has to make an official decision on the subject of paying Scoopers or not. It will be better to pay Scoopers, because during the distribution day the Scooper cannot earn money with his own business. Food for Work is probably not the best solution because there will be too much conflicting interests during the job. Care has to think about the option to pay the Scoopers like it pays the stevadoors.

Appendix A - Terms of Reference 

Logistics review of the Bié Food Emergency Project

Care International in Angola

Kuito Sub Office

Food Emergency Project

Supervisor: 
Astrid Eisenlohr, Project Manager Bié Food Emergency Project

Period:
18 August 2002 to 31 October 2002

After the resumption of the civil war at the end of 1998 World Food Programme (WFP) requested Care to be its implementing partner in food distribution to tens of thousands of IDPs in camps surrounding Kuito. Bié Food Emergency Project is being undertaken with food commodities provided by WFP. Care is currently operating in five locations doing general food distributions: Kuito, Camacupa, Cuemba, Chitembo, and Gamba. The objective of Care’s Food Emergency Project has been to increase food security to vulnerable IDPs through the provision of basic food. Working within existing WFP guidelines, Care is distributing basic food commodities on a monthly basis, to families identified as in need of assistance in the target areas. These basic food commodities are intended to provide an immediate stopgap. Care currently distributes monthly food rations to over 250,000 displaced persons, which is 25 percent of WFP’s caseload in Angola.

Care likes to improve the food management procedures and the logistics of the food distribution procedures. Therefor an actual overview of the processes within the Food Emergency Project is requested, which can be given by using experiences from field visits, interviews and written materials. The next step is to analyse the current situation with a logistics analysing methodology to identify the key issues for possible improvements of the logistic system. In the past several audits on the food programme have been carried out. The identified problems and the given recommendations will be reviewed in a meeting with the staff of the Food Emergency Project. In a workshop the staff will be asked to identify the problems by using the logistics analysing methodology and to give possible solutions to solve these problems. The description of the process, the logistics analysis and the experiences from the meetings will be used to develop some recommendations to improve the food management procedures and the logistics of the food distribution procedures.

Specific tasks:

· Description of the processes within the Food Emergency Project, with the help of experiences from field visits, interviews and written materials

· Logistics analysis by using the Supply Chain Management Orientation for Physical Distribution and Reverse Logistics

· Description of identified problems and related recommendations from former researches

· Organisation of a meeting with the staff of the Food Emergency Project to discuss the effects of the former recommendations 

· Organisation of a workshop with the staff of the Food Emergency Project to identify improvement possibilities

· Development of recommendations to improve the food management procedures and the logistics of the food distribution procedures of Bié Food Emergency Project

Appendix B - Organisation Chart for Bié Food Emergency Project

Appendix C - Programme Workshop Tuesday 8 October 2002

‘How can we improve the processes within the Food Emergency Project?’

8.00 – 8.45
Explanation of Logistics Analysis Tool

8.45 – 10.45
Discussion in groups about one level in Logistics Analysis Tool


for Supply, Warehouse, Transportation and Left over commodities

· Define the exact problems or improvement possibilities

· Brainstorm about possible solutions

· Prepare a presentation 

10.45 – 11.00 
Coffee Break

11.00 – 13.00
Discussion in groups about another level in Logistics Analysis Tool


for Supply, Warehouse, Transportation and Left over commodities

· Define the Exact Problems or Improvement Possibilities

· Brainstorm about possible solutions

· Prepare a presentation 

13.00 – 14.00
Lunch Break

14.00 – 15.15
Group Presentation per level and plenary discussion 

· Information Flows

· Management System

15.15 – 15.30
Coffee Break

15.30 – 17.00 
Group Presentation per level and plenary discussion 

· Organisation Structure

· Physical Design

Comments

Present:
18 staff members of Bié Food Emergency Project

Represented functions:

· Senior Project Secretary

· Field Monitor

· Field Co-ordinator

· Chief Monitor

· Food Aid Monitor

· Warehouse Supervisor

· Warehouse Clerk

The represented functions have been taken into account by dividing the group in four differentiated sub groups. Each sub group discussed two levels of the Supply Chain Management Orientation during the morning period and gave two presentations in the afternoon.

Appendix D - Transportation Flows in Bié Food Emergency Project


Appendix E - List of documents in the Bié Food Emergency Project

1. MAPA

2. Plano de distribuição de Bens Alimentares: General Distribution Plan

3. WFP Waybill

4. Care Waybill

5. Contrato de Renda: Contract for private truck owners

6. Controlo de Carregamento: Control of Loading for private transport companies

Food Aid Monitor Team

7. Despacho de Mercadoria aos Campos - Planos e versos actuais: Commodity Receiving Register at the distribution point

8. Relatório Diário: Daily Report

9. Folha diária de Distribuição de Bens Alimentares: List of WFP Ration Card numbers and family sizes. 

10. Formato de Recepção e Devolução de Mercadoria: Returns Balance for food commodities from the camp to the warehouse at the end of a distribution. 

11. Relatório Mensal do Parceiro: Report at the end of one distribution.

Field Monitor:

12. Form without name: Food Sample Form used for the random weighting at the end of distribution

13. Eficiência de Distribuição: Efficiency of Distribution

14. Beneficiary Status Report made by Field Monitor

15. Commodity Status Report made by Field Monitor

16. Food Evaluation/IDP’s House

17. Relatório de J, J+1, J+10 : Food Evaluation Report for the Household Food Security Review

18. Local Food Availability and Prices at the Market

Warehouse level:

19. Autorização de Saída de Viatura com Mercadoria: Authorisation of a truck leaving Care Warehouse with commodities. The truck stayed unloaded in the warehouse overnight. The form is called Halfway a Distribution Form

20. Form without name: Request to WFP for reduction of quantity of food commodities due to the amount of left over commodities in the Care Warehouse

21. Autorização de Carregamento com Mercadorias: Authorisation for loading left over food commodities from Care Warehouse.

22. Stock Register at Warehouse Level

23. Commodity Status Report made by the Warehouse Supervisor at the end of the month

Care Kuito Office – Senior Project Secretary

24. Recipient Status Report to WFP

25. Narrative Report to WFP

26. Mapa de Controlo dos deslocados distribuídos por Género: Gender overview per distribution camp.

27. Factura de Distribuição de Alimentos ao PAM Kuito: Bill of the distributed food commodities to WFP Kuito.

28. Referente a Distribuição de Produtos Alimentares no Kuito: Reference of distributed food commodities in Kuito by using the WFP Reference Code for the different batches of commodity.

Appendix F - Document Flows concerning a general Food Distribution 


A general Food Distribution means: 

· No Left Over Food Commodities to be brought back to Care Warehouse

· Distribution is not done with Left Over Commodities from Care Warehouse. It is done with food provided by WFP.

Appendix G - Document Flows concerning a Food Distribution creating Left Over Commodities


Appendix H - Document Flows concerning a Food Distribution done with Left Over Commodities


Appendix I – Overview of identified problems from former researches

In the past several audits on the Bié Food Emergency Project have been carried out. The identified problems and the given recommendations are reviewed in a meeting with the staff of the Food Emergency Project. The meeting is held on Friday 4 October 2002. Twenty staff members were present. The represented functions were Senior Project Secretary, Field Monitor, Field Co-ordinator, Chief Monitor, Food Aid Monitor, Warehouse Supervisor and Warehouse Clerk. The Project Manager was present the first hour of the meeting. 

At Care Kuito Sub Office three reports with identified problems were available to review.

1. Final Report Food Program Audit, Care Angola – January 2001

2. Angola Draft Report, Chapter F. Food – May 2002

3. Logistics Analysis for Care Angola Title II Program – September 2002

The problems are stated below.

Final Report Food Program Audit, Care Angola – January 2001

1. The present system is not effective in segregating IDPs from the residents. In other words, the project could not be prohibit:

· the resident population from registering as IDPs

· IDPs from registering in more than one place

2. The present system is not able to identify all the cases in which the IDP children may have been registered in the camps with their parents and at the Therapeutic Centres run by other NGOs where Care supplies WFP allocated food.

3. In the current system, distribution of food continues for several extra days within a camp in order to cover all (or majority) of the ‘no-shows’. This may allow some IDPs the opportunity to draw rations from more than one distribution centre.

4. ‘Sobas’ play an active role in organising the distribution, notifying people and crowd control. But they may not have been playing such an active role in accounting of commodities i.e. completion of paper work, acknowledging how much food is received, distributed and taken back to Care. 

5. Project staff directly involved in distribution sometimes received delivery of commodities from WFP warehouse. This does not allow segregation of duties in terms of receipt, dispatch and distribution.

6. Sobas’ expressed their ignorance about what happens to the commodities that are ‘left over’ at then end of distribution due to ‘no shows’. This may create suspicion and dissatisfaction on the part of the ‘Sobas’. 

7. Staff from MINARS and UTCAH are not actively involved in distribution and/or problem solving.

8. Care Chief Monitor is involved in too many things i.e. receiving commodities, making distribution plan, monitoring distribution progress, re-issuing ‘left over’ commodities etc. This does not allow segregation of duties, proper accountability and keeps the Chief Monitor continually overloaded.

9. Over-writing, erasing and use of white-out were found in some distribution records. This is not acceptable according to all of Care’s accounting procedures.

10. Warehouse staff do not maintain permanent ledgers. In the past, food commodities were sent directly to the field from WFP Warehouse for distribution. Hence, an active role of warehouse staff was not envisaged although ‘left-over’ commodities were returned to the warehouse for keeping overnight.

11. Consolidated / Reconciliation Report is not available for each distribution point.

12. Truck payment invoices did not have Waybills attached to them.

Angola Draft Report, Chapter F. Food – May 2002

1. Inadequate Segregation of Duties Related to Food: The food warehouse supervisor maintains the only food accounting records, and the accuracy of these records is not checked by someone without custody of food.

2. Improving the Chances of Detecting Misappropriation of Food: Commodities that remain undistributed at end-use sites are returned to the warehouse. No one calculates the amount of food that should be returned, based on amounts delivered to the end-use site, ration size and number of beneficiaries receiving food, and the amount of food actually returned. Furthermore, there is no waybill or other form documenting the amount of food sent from an end-use site to the warehouse. These conditions increase the risk of undetected misappropriations of food.

3. The warehouse guards do not record information on vehicles that enter the warehouse premises or observe people exiting the warehouse premises for items taken from the warehouse without proper authorisation. Also, have the guard to inspect and record waybill numbers of transporters removing food from the warehouse. Have the logbook inspected by appropriate personnel from time to time.

Logistics Analysis for Care Angola Title II Program – September 2002

1. Develop an Manangement Information System:
 There is an extremely limited amount of information in the Management Information System. It is impossible to obtain information from the system by using a few computer keystrokes.

2. Reduce the Cadre of Food Monitors:
It appears to the observer that the cadre of food monitors is far over-staffed. There are currently 41 people and six drivers in six teams. It is recommended that the job description of this staff be rethought and reworked, such that the job of food monitoring can be accomplished with a maximum of three people. The principle roles for the three would be: 1) documentation, 2) oversight of the distribution and 3) one-in-ten spot checks. 

3. Speed Up the Distribution Process:

It is recommended that the project seriously address the issue of how long people have to wait to receive their food. With little adjustment, one anticipates a rate of 100 families per hour could be achieved. Even more quickness is likely possible without sacrificing program quality once the idea that beneficiary time as an important constraint has taken hold in the project. 

Appendix J - List of Activities

· Interviewing the WFP Logistics Assistant and the WFP Warehouse Clerk

· Visiting WFP Warehouse Kuito

· Visiting the weekly meeting with WFP Partners at WFP Office Kuito to co-ordinate the distribution for the coming week

· Interviewing staff members of Bié Food Emergency Project on all organisational levels

· Visiting Care Kuito Warehouse

· Visiting the field around Kuito: 

· Pellagra & CNS, Concern/MSF

· Kuito – Chicala I & II

· Kuito – Cambandua

· Chinguar – Chinguar

· Kuito – Cidade

· Cuemba – Cuemba

· Catabola – Catabola

· Catabola – Chipeta

· Cunhinga – Cunhinga

· Andulo – Andulo

· Nharea – Nharea

· Camacupa - Camacupa

· Visiting Camacupa: the warehouse and a distribution point

· Discussing logistics issues with an external consultant doing a logistics analysis for Care Angola Title II Program

· Attending a workshop ‘Relief Development Project January 2003 – December 2004 organised by an external consultant

· Organising a meeting with staff of Bié Food Emergency Project to go over the results of former researches

· Organising a workshop with staff of Bié Food Emergency Project to identify improvement possibilities for the project

· Organising an introduction day for new Food Aid Monitors together with the Senior Project Secretary and the Field Co-ordinator
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� Agreement between the World Food Programme and Care International Bié regarding the distribution of WFP-supplied food commodities in WFP Project Number 063/LTSH/02 during the period 01-07-2002 to 31-12-2002


� Council of Logistics Management; http://www.clm1.org
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