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Preface

This thesis deals with pool sharing in humanitat@gistics. Pool sharing is the
capability of pool members to share capacity in &mwm like information,
human resources, inventory space, distribution, rehdf goods and equipment.
All kinds of actors — civil, public, and privatecan be part of such a pool. This
thesis, however, focuses on civil actors like nomggnmental organizations
(NGO) and UN agencies. Pool sharing — defined asgss innovation — is
analysed on both the conceptual, and the theokédeals. On the former level
the fundamentals of a pool sharing relationship #@sddifferent designs are
presented. On the latter level the thesis sumnmtize status quo and presents
the United Nations Office for the Coordination afitdanitarian Affairs (OCHA),
the United Nations Joint Logistics Centre (UNJL@yd the Humanitarian
Logistics Association (HLA). With help of this sttwre’s findings it can be
concluded that the main benefits of pool sharing ardecrease of cost, a
decrease of risk, an increase of service level, andincrease of income.
However, pool sharing is found to be mainly conaaptas the number of
organizations that thoroughly apply it is suppogedry low. Existing obstacles
to the implementation of pool sharing turned outhb® donor orientation,

competition, organizational culture, and lack eatgic thinking.
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1. Introduction

This thesis deals with pool sharing in humanitat@gistics. Pool sharing is the
capability of pool members to share capacity in &wyn like information,
human resources, inventory space, distribution, rehdf goods and equipment.
Generally pool sharing should be regarded as eakémtthe emergency supply
chain’s reduction of cost and increase of servisell As this supposedly leads
to more reputation and thus an increase of funegeral actors involved in
humanitarian relief consequently use or start ®thss recent approach. Despite
the importance of pool sharing conceptual as welempiric literature on the
issue is very scarce. Thus it would be opportungctatinise the status quo and
any form of development in this matter. As this sittntes a diploma thesis
rather than an entire research project the scofléwiilimited and exclusively
includes civil humanitarian actors like non-goveemtal organizations (NGO)
and UN agencies. After this introduction a briedaarch outline is presented in
chapter two. The thesis itself starts with chafiieze about humanitarian aid and
development assistance. It describes principlaggdrs, and actors of the
humanitarian sector and further explains the distharacteristics of logistics in
an emergency environment and accompanying coordmand cooperation
problems. All these points are accompanied by npaaxis examples like the
2004 Asian tsunami relief efforts or crisis reliefthe Central African Republic.
Chapter 4 is the heart of this thesis and deligetisorough analysis of the pool
sharing concept’'s possibilities. On the conceptlavel it defines the
fundamentals of a pool sharing relationship andditéerent designs. On the
practical level it summarizes the status quo arekegmts the United Nations
Office for the Coordination of Humanitarian Affaf@CHA), the United Nations
Joint Logistics Centre (UNJLC), and the Humanitarizogistics Association
(HLA). To conclude chapter four both conceptual anactical findings are used
in order to specify the costs and benefits of al a® the obstacles to pool
sharing. The thesis ends with conclusion and oktlétesearch questions are

answered and factors that promote pool sharingepted.



2. Research Outline

This chapter provides basic information about #lewance of pool sharing for
the field, the status of current research, thearebe questions, and research

methodology.

Relevance for the field

Pool sharing constitutes the capability of pool rbers to share capacity in any
form like information, knowledge, human resourceisiventory space,
distribution, and relief goods and equipment. Aflds of actors — civil, public,
and private - can be part of such a pool. As tlisstitutes a diploma thesis
rather than an entire research project the scoflébwvilimited and exclusively
includes civil humanitarian actors like NGOs and idgencies. And: no
distinction is made between organizations involiredhort-term relief and those
active in medium- to long-term development as thaskvities are more and
more intertwined. A practical example of pool shgrwould be the UN Joint
Logistics Centre (UNJLC). It acts as an informatmatform for UN agencies
and major NGOs in order to enhance the pool patndecision-making
capabilities. Another service of the UNJLC is itoHler function that brings
together agencies demanding capacity — like inrgrdpace — and agencies with
excess capacity (Kaatrud et. al. 2003: 13). Poatisf services thus should be
regarded as essential for the emergency supplyn’sheeduction of cost and
increase of service level. As this supposedly l@gadrore reputation and thus to
an increase of funding, several actors involvetlumanitarian relief should use

this approach.

Status of current research

Despite the importance of pool sharing theoretsalvell as empiric literature on
the issue is very scarce. With regard to humaamatogistics the term pool
sharing is not even defined yet. Literature thatecs — in the humanitarian
context - elements of pool sharing often runs unldemame of ‘coordination’ or
‘cooperation/collaboration’. This is valid for Olartoba and Gray (2009), who

2



work on customer service in emergency relief chaipettit and Beresford
(2009), who define critical success factors in tomtext of humanitarian aid
supply chains, Kovacs and Spens (2007; 2009), wiobgect of research is
humanitarian logistics in general, Mayr (2006), wdeals with supply pipeline
logistics, Perry (2007), who scrutinized the 200diah tsunami relief efforts,
Thomas and Kopczak (2005), who led the way for@pbBuchain perspective in
humanitarian logistics, and Tomasini and Van Wassea, who work on

partnerships in humanitarian logistics and in tloaeise studies portray UNJLC
missions. Hence it could be argued that currergéareh lacks to incorporate
these thoughts on coordination and cooperation antmncrete concept. In this

thesis a concept is elaborated that has the naoiesiparing.

Research questions
The primal research question is ‘What is pool stgiriDue to the current status
of research it is intentionally vague and furthé&ssified into sub-questions.

They all refer to the context of humanitarian relie

What is ‘pool sharing’?

* Q1: Why do organizations cooperate?

* Q2: What are the fundamentals of a pool sharirgficeiship?
* Q3: Which designs of pool sharing exist?

* Q4: What are the benefits of pool sharing?

* Q5: What are the obstacles to pool sharing?

Methodology

The diploma thesis is based on a literature revaawl uses a qualitative
approach. Thereby elements of literature on pahtmes and cooperation in
humanitarian logistics are brought together in pridedefine the concept pool
sharing. The outcome of this thesis should be #ebebnceptualization and
understanding of pool sharing and should help mgptéid supply chains more

effective and efficient.



3. Humanitarian Aid and Development Assistance

Simply spoken these forms of humanitarianism deti giving aid respectively
assistance to people who are in need of it. THerdifice between the former and
the latter is time and scope. Whereas humanitaiims about giving immediate
relief after disasters or during violent conflictievelopment assistarids about
avoiding another of these crises in future. Thesfdrmer deals with goods and
services like nutrition, shelter, emergency heatthre or psychological
assistance, the latter with general health caoenstruction work (infrastructure,
schools etc.), education and the like. The Orgépisd&or Economic Cooperation
and Development (OECD), for example, defines hutaaan aid as goods and
services like material and technical aid or measuioe protecting the human
rights of the civilian population (OECD 1999: 1Qyajed in McGuire 2006: 4).
Development assistance on the other hand is defiséthe international transfer
of public funds in the form of loans or grants,heit directly from one
government to another (bilateral aid), or indiredthrough nongovernmental
organizations or a multilateral agency (multilatesad) such as the WHO”
(WHO 2009). These definitions are used by the autimoughout this thesis.

Whereas humanitarian aid is about giving immedraieef after disasters or
during violent conflicts, development assistancali®ut avoiding another of

these crises in future.

Figure 1: Humanitarian Aid and Development Assistace

Furthermore humanitarian aid and development asset have a significant
economic importance. Official development assistaamounted to US$ 119.8
billion in 2008 (OECD 2009), private donors not ludged. Apparently the
humanitarian sector involves considerable investraed is worth to scrutinise.
Thus the following subchapters deal with the cagaibasis for pool sharing in
humanitarian logistics. It starts with 3.1 whichgbti to explain the main

principles of humanitarian aid as well as the freumik build by them — the so-

! Names for similar concepts attevelopment cooperatianddevelopment aid



called humanitarian space. In addition 3.2 coveesactual relief-to-development
debate and should explain why both types of aid tioeed above - and
consequently organizations active in both of thasas - fall into the category of
pool sharing. Then it is elaborated what triggensmanitarian aid and
development assistance. These triggers, namelyahand man-made disasters,
violent conflicts as well as complex emergenciesiatroduced to the reader in
subchapter 3.3. Thereby questions will be put ‘Wéat is a disaster?’, ‘What is
a complex emergency?’, or ‘Is there any crisischfde?’ After this definition of
terms, humanitarian actors like the United NatidhG0s, governments, military
and business are briefly presented in chaptefmBidreby the focus lies on NGOs
as — together with the UN - primal actors in thenhuitarian sector. Facts and
figures, principles and ideologies, dependencieselsas location decisions of
NGOs are analysed. The last part of chapter 3,c8stitutes an introduction to
humanitarian logistics. As there is a lot of worktbe humanitarian supply chain
in general, it will be a mixture of a brief genestitucture and a detailed status
qguo of an inherent problem in the humanitarian aeet the organizational
coordination and cooperation problem which is shawhbrief crisis examples of
the Central African Republic, Angola, Mozambiquedahe 2004 Southeast-
Asian tsunami and which leads directly to its reynedpool sharing — which
constitutes the heart of this thesis.

3.1. Humanitarian Principles

Following Princeton University a principle is “a ¢#@ generalization that is
accepted as true and that can be used as a bass$oning or conduct” (2009).
There are three acknowledged principles that maletraly humanitarian,

namely humanity, neutrality, and impartiality. Theyere introduced by the
business man Henry Dunant after the battle of Holie(1859), have been part
of the Geneva Convention since 1864 and were tises dar the Red Cross
Movement (Tomasini and Van Wassenhove 2009b: 20-ZDday they

constitute the main guiding principles in humangtaraid and development



assistance and thus not only set the “parameteracton”, but also delineate
“the roles of agencies” (Tomasini and Van Wasseeh@?09b: 21). The

humanitarian principles are now briefly presented:

e Humanity: Humanity is about relieving suffering wherever pblkes
Tomasini and Van Wassenhove call it “the very reasty humanitarian
organizations are deployed” (2009b: 21). Therebgres® resources are
brought into societies that are not only affectgddizaster, but commonly
also by conflicts resulting from social change (Ke#&998; quoted in
Tomasini and Van Wassenhove 2009b: 21).

* Neutrality : This principle is a manifesto for relief “withobtas or affiliation
to a party in the conflict” and consequently leadsan agency’s potential
decision “not to participate in local issues ifrénés an eminent risk of getting

trapped by political agendas” (Tomasini and Van ¥éatove 2009b: 22).

* Impartiality : This principle aims not only at non-discriminatjdut also at
giving priority to the most urgent needs. It canevaluated in terms of non-
discrimination between groups, proportionality elation to need, and non-
subjective recognition of needs as identified by tommunity (Pictet 1979;

quoted in Tomasini and Van Wassenhove 2009b: 23).

Together they define the so-called humanitariancespadn the psychological
sense, it defines the ‘space’ someone has whemmes to decision-making in
humanitarian action. In the physical one Tomaganai ¥an Wassenhove call it “a
zone where civilians, non-combatants and aid waerkare protected from
violence and attack and can move and operate Tr€20P9b: 26). Thereby the
main challenge to a proper humanitarian spaceeddht that it is determined
and — sometimes — confined by non-humanitarianraclike governments,
combatants and the military. Thus conflict betwdmmanitarian and non-

humanitarian actors is always lurking as the l&ttdecision-making criteria are



often not motivated by the humanitarian principléBomasini and Van
Wassenhove 2009b: 25). In order to provide accdulittain this matter, NGOs
strive for independence, especially from the mitaln every kind of
cooperation with the latter, the humanitarian spadeamed by the principles —
has to be guaranteed (Von Pilar 1999; quoted inrla96: 20). Complementary
NGOs worked on international “guidelines for ‘op@aal’ disaster response to
determine minimum standards in regard to quality ancountability” (Mayr
2006: 11). Such standards are part of the ‘Spheoged® mentioned above,
‘People in Aid Code’, ‘Humanitarian Logistics Assatmon (HLA)' or the ‘Code
of Conduct of the International Federation of ResS and Red Crescent

Societies'.

There are three acknowledged principles that maletraly humanitarian

namely humanity, neutrality, and impartiality.

Figure 2: Humanitarian Principles

3.2.The Relief-to-Development Debate

Historically there has been a distinction betweamediate humanitarian aid —
called relief - and development assistance. Coresglyu Kovacs and Spens
(2007: 101) talk about the “two main streams of haitarian logistics”. But

today it seems increasingly difficult to separditese activities — especially from
an organizational perspective. More and more acdtotee humanitarian sector
do both - relief and development. Authors like Ap009: 98) mention that
relief is getting more and more important for ongations traditionally involved

in development. Likewise Smillie (2000: 25; quotiedAppel 2009: 98) argues
that NGOs that have the capacity and expertiseddr — relief and development
— would have a competitive advantage over other BIGIDis development has
several reasons. First more and more relief isapised by governments,
meaning that state authorities assign these aetvib NGOs (Roth 2005: 117;
quoted in Appel 2009: 98). Another example wouldle budgetary shift away



from development assistance to emergency relief bag international
organizations like the World Food Programme (WFetMeen the 1980s and the
1990s (Feldbriigge 2001: 1). This bears resemblanttes shift of governmental
funding to refugee and emergency aid by the Gershiarstry for Economic Co-
operation and Development (BMZ) in the 1990s (Feldge 2001: 1).

The idea behind these developments is the relidet@lopment model that
acknowledges the need for a continuum between frelehabilitation and

development. Although these activities have distol@racteristics with regard
to implementation, time, scope and the like, theyshbe ‘thought-together and
engaged in at the same time (Smillie 2000: 17; egiah Appel 2009: 99).

Following Feldbriigge it is all about transition addrived from “the idea that
deficiencies resulting from the separation of fediel and development aid might
be reduced by linking the two areas” (2001: 87)ns&muently the relief-to-
development concept deals with the incorporatioton§-term aspects in every
activity of the humanitarian sector. Arguably ths not always possible,
especially in violent conflicts (Feldbriigge 200B).8Nevertheless, the model
has been favoured by the UN and the EU (Commissibrihe European

Communities 1996; quoted in Feldbrtigge 2001: 90).

A counter-argument against the trend of treatingefreand development as
intertwined would be the decision of the InternasibFederation of Red Cross
and Red Crescent Societies (IFRC) to clearly sépanamanitarian aid and
development assistance in 2000 (Chomilier, Sandi ¥an Wassenhove 2003:
15). Anyway, this restructuring exercise may beessary due to the fragmented

organizational structure of the IFRC.

3.3.Crises: Trigger of Humanitarian Aid and Developmert Assistance

The distinction between humanitarian aid and dewakent assistance overcome,

it is opportune to specify their triggers. This disedistinguishes three types of



triggers, namely disasters, violent conflicts anchplex emergencies. Thereby it
follows the thoughts of Quarantelli and Feldbrigge this topic. The former
differentiates between disasters and violent coisflas distinct categories of
crisis situations (Quarantelli 1998a: 238-242). Tatter adds the third trigger
complex emergency, an intersection between disasitel violent conflict
(Feldbriigge 2001: 6). What can be said alreadyiatpoint is that these three
phenomena are costly “in terms of human suffering avell being for the
population affected, costly to economic performaace development efforts,
and costly to social interplay” (Feldbriigge 2008).3Significantly, Thomas
speaks of an estimated 150,000 deaths caused B0a&naillion people affected

by natural disasters and other humanitarian casesy year (2003: 3).

3.3.1.Disaster

This subchapter includes the sections ‘What issasder?’ - which defines this

term - and ‘Facts and figures’ — which providesKggound information.

What is a disaster?

Easily deductible classifications of disasters wlobke natural vs. man-made
respectively slow- vs. sudden-onset disasters. Ayya lot of researchers - most
of them apply a sociological perspective - deahvihie definition of disaster.

Some of these attempts are presented below:

* “Aunique type of social problem.” (Drabek 2003 xXi

* “A breakdown in the normal functioning of a commuytii (PAHO 2001;
quoted in Mayr 2006: 4)

* “Many people trying to do quickly what they do notdinarily do, in an
environment with which they are not familiar.” (fmey 1985a: 77; quoted in
Auf der Heide 1989: 52)



« “An event, natural or man-made, sudden or progvessvhich impacts with
such severity that the affected community has tepead by taking
exceptional measures.” (Carter 1991: SXVII)

* “An occurrence of a severity and magnitude thatmadly results in deaths,
injuries, and property damage and that cannot beaged through the routine
procedures and resources of government.” (FEMA @9B8; quoted in Auf
der Heide 1989: 51)

* “A serious disruption of the functioning of socigtgosing a significant,
widespread threat to human life, health, propertthe environment, whether
caused by accident, nature or human activity, arether developing
suddenly or as a result of complex, long-term pgees.” (UN/ISDR 2004: 3;
guoted on Kovacs and Spens 2009: 508)

What we have seen is a wide variety of attemptsging from rather abstract to
more concrete definitions. Anyway, what they allvéaan common is their
sociological perspective. Thereby Claude Gilberstidguishes three main
historical paradigms, namely disasters as duptinadf war (external agent), as
expressions of social vulnerabilities (social pgsjeand as an entrance into a
state of uncertainty (1998: 3). The most intergsand now dominant paradigm
is the second one. It abandoned the dominant nofiagent. Disaster agents are
inter alia earthquake, tornado, flood, drought,reaxie cold, avalanches or
landslide. On the contrary, disasters are seerpexcéss tightly tied to social
vulnerability” and thus analysed in their sociahtaxt (Gilbert 1998: 6). This

notion is based on works of authors like Carr aeldbriigge who stated:

“Not every windstorm, earth-tremor, or rush of waie a catastrophe. A
catastrophe is known by its works; that is, to $aythe occurrence of disaster.
So long as the ship rides out the storm, so longhascity resists the earth-
shocks, so long as the levees hold, there is rastdis It is the collapse of the
cultural protections that constitutes the disapt@per.” (1932: 211; quoted in
Dombrowsky 1998: 18-19)
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“First, events such as earthquakes and droughtsbmawyistaken for the disaster.
However, not the quaking of the earth is the desadiut its interaction with a
society that is structured and organised in a fipegay (e.g. necessity to reside
in a flood-prone area; benefits from volcanic eiwm for cultivating etc.).
Second, disasters appear to be singular, indepergents. A lack of clarifying
concepts results in an insufficient integrationirgéractions of various disasters
with each other (e.g. within a country) or overdifnFeldbrtigge 2001: 34)

Sometimes authors like Kreps reach out radicallgabne disasters asystemic
eventsandsocial catalysts, as “social constructiori's(1998: 25). But even when
we do not go that far, it can be argued that agoaization according to disaster
agent is often not appropriate. Similarly Feldbriggtates that other
classifications have proofed better like sudderebnsand slow-onset,
predictability, controllability, length of possibkerewarning duration, scope of
impact (number and type of affected persons andiined) relief needs),
destructive potential and the like (2001: 35). Bually it is also important to
include the environment in any disaster definitidme “interaction and mutual
constitution of society and environment” (Ingold929 51; quoted in Oliver-
Smith 1998: 180). These arguments have convincedatithor to use a more

concrete sociological definition of disaster irstthesis, namely:

A disaster is “a serious disruption of the funcimgn of society, posing a
significant, widespread threat to human life, Heglroperty or the environment,
whether caused by accident, nature or human agtiaitd whether developing
suddenly or as a result of complex, long-term psees.” (UN/ISDR 2004: 3;

guoted on Kovacs and Spens 2009: 508)

Figure 3: Definition of Disaster

To conclude this subchapter it has to be said thetpresented sociological
perspective generally helps when it comes to disassponse. As the reactivity
of our systems is challenged, it is all about thapacity of actors like
government, military, civil society and humanitariarganizations to work

together (Tomasini and Van Wassenhove 2009a: 549).
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Facts and Figures

This section provides some essential informatiovuabhe impact of disasters to
capital in any form. Albala-Bertrand, for exampldistinguishes human-,
physical and social capital (1993; quoted in Feldige 2001: 37). The
differentiation is made as these levels are diffdyeaffected by disasters. Hence
“losses of capital stocks are much higher in eardkgs, losses of production and

indirect losses higher in cases of floods and dntsigFeldbriigge 2001: 41).

Disasters also mainly occur in poor countries. dwilhg the World Bank 94% of
the biggest disasters worldwide affect developiogntries (2001; quoted in
Lipok 2007: 6). Likewise 97% of all deaths causgdnbtural disasters occur in
these parts of the globe (Engelmann 2005; quotddpak 2007: 6). Many of
these countries are underdeveloped and overpopulBexause of the fact that
continuous disasters cause not only human caesalibut also “economic and
social loss, these populations are facing repesddahcks and are often not able
to reach a higher stage of development” (Carterl1®). This vicious cycle
could be fuelled by the forecast that both natarad man-made disasters will
increase another five-fold until the midst of tleisntury due to environmental
degradation, rapid urbanization and the spread I8¥AIDS in the developing
world (Thomas and Kopczak 2005: 1).

However, it should be noted that natural disasterount only for 3% of relief
operations, but man-made ones for 97% (Van WassenR005: 476). Again,
we should not forget that man-made disasters do inciude wars, but
phenomena like industrial accidents, floods/droudlie to mal-constructed
embankment dams and the like. Furthermore disasiessresponsible for
extraordinary economic losses. Thomas and Kopdoakexample, refer to the
Munich Reinsurance group and speak of annual US$6aillion in the 1990s

(2005: 1). Last, but not least people are affebiethis type of crisis Thereby it

2 Natural disasters alone “result in the temporaspldcement of approximately five million people”
(Thomas 2003: 3).
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Is interesting that the number of casualties posa® problems than the severity
of injuries (Auf der Heide 1989: 107). This leadsthe reason for the huge
logistical challenges in disaster relief. As uspadll three of the above

mentioned types of capital — human, physical amibse are affected, there are

some common tasks relief managers must conducbfgjge states:

“The six most common generic functions are warnirgys&cuations, sheltering,

emergency medical care, search and rescue, anecpoot of property. Others

include the assessment of damage, the restorati@ssential public services,

task delegation and division of labour. The lastludes the integration of

emergent groups, i.e. newly established groupscdmray out new disaster-related
tasks, such as handling of mass casualties, lagels and rescue as well as
other activities.” (2001: 90)

These facts form the main reason for the huge tioglschallenges faced by
humanitarian actors. After the Asian Tsunami in £0@r example, more than
200 humanitarian organizations and 3,000 militagrspnnel from a dozen

countries gave aid to the population (Mayr 2006: 10

Disasters affect human, physical, and social ch@t®o of worldwide disasters

—

and 97% of the associated casualties occur in dewve countries. 97% @
disasters are man-made. The annual economic lodsadters in the 1990s |is
estimated to be US$ 659.9 billion.

Figure 4: Disaster Facts

3.3.2.Violent Conflict

Violent conflicts played an important role in histaand continue to do so. The
OECD defines a conflict environment as one “in vahtbere is significant and
sustained fighting between two or more factionsooe in which remains
significant potential for the resumption of confli€1998: 3). Violent conflicts
alone account for “an average of 13 million refuge@@ad 20 million internally
displaced people each year” (Thomas 2003: 3). €aeans for violent conflicts

are manifold, but horizontal inequality supposedlya bigger trigger than
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vertical income inequality of individuals (Feldbdey 2001: 21). Harbom and
Wallensteen globally record 228 armed conflictd4® locations since the end of
WWII (2005: 623). 118 of them occurred within aipdrof 16 years after the
end of the Cold War (Harbom and Wallensteen 20@3).6Anyway, the total
number of armed conflicts has decreased considedd# since 1992 (Human
Security Centre 2005).

Another fact that is important when we talk abowient conflicts are so-called
‘intra-state conflicts’. Today this type is dominas less than 5% of all armed
conflicts take place between countries (Human SgcGentre 2005). In 2005 all
of the 24 global high intensity conflicts, interaatwo wars, as well as 74 crises
with violent force occurred not between, but rativehin states (HIIK 2005: 1;
quoted in McGuire 2006: 1). The big difference begw inter-state and intra-
state conflicts such as civil wars — conflict eowiments with more than one
thousand deaths - can be explained by the immen#dude of diverse actors in
the latter case (Mack 2005: 131; quoted in McGADB6: 4). Often this leads to
a situation where the official authorities, if kekisting, are not able to exercise
power over the territory of the state. Then thiglvias filled by a multitude of
(illegitimate) actors such as paramilitaries, sapsts, insurgents, rebels,
vigilantes, militias, mercenaries, warlords, irrlguighters and criminal gangs”
(McGuire 2006: 38). Consequently, this often leddsa situation where
contractual agreements can not be enforced. Imporséipulations in the
humanitarian sector covering activities like regtof warehouses, purchasing of
goods or employment of staff, are thus concludetietisk of the humanitarian
actors (McGuire 2006: 38).

Today’s dominant violent conflicts are intrastatafticts. More than 95% of all
armed conflicts take place within countries. Th&uses situations where the
official authorities are not able to exercise poaerd contractual agreements ¢an
not be enforced. Important activities like purchgsof goods or employment of

staff are thus concluded at the risk of the hunaaiaih actors.

Figure 5: Violent Conflict Facts
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3.3.3.Complex Emergency

Complex emergencies are common and show elementstbf disaster and
violent conflict. Thereby the public may recognady one type of crisis, as it is
often the case when we hear about famine. Ther lstteegularly classified as
natural disaster; actually it should be subsumedeurihe category complex
emergency as often civil conflict, drought, andifpd!l instability combine to

famine (Feldbriigge 2001: 35). The main reasonhisrmisclassification may be
the stronger commitment towards crisis relief thiawards crisis avoidance
(Feldbriigge 2001: 34). One possible explanatiothef existence of complex
humanitarian emergencies is delivered by BeamonKanitkba who trace them
back to situations characterised by racially aneétbnically and/or religiously
charged warfare (2006b: 3). The same authors shepeeific characteristic of
complex emergencies, namely the blurred dividimg Ibetween civilians and

combatants:

“The disturbing trend with complex humanitarian egencies is that when
conflicts erupt within the borders of a countryg tfividing line between civilians
and combatants is frequently blurred. Militant ebellious groups are usually
the same civilians living and socialising in andward the villages they attack.
This type of warfare commonly resorts to the usensfdious tactics where
humanitarian agencies are denied access to grotipseaple in need of
assistance. Also, at the centre of these shoclkewvgldpments is the emergence
of civilians, including woman, children and humanian workers, as the
deliberate targets of warfare rather than its iewctdl victims.” (Beamon and
Kotleba 2006b: 3)

Indeed, 90% of today's war victims are civilians,ongover women are
disproportionately affected by violent conflictsuidan Security Centre 2005).
In addition, this type of crisis usually has a végg duration, which “imposes
not only financial hurdles, but also legal, morat golitical dilemmas on those
attempting to provide relief” (Beamon and Kotlel0@b: 3). Sudan’s civil war
is a crisis that incorporates all the elementgdisibove. This crisis basically has
last now for more than 20 years and has left avermillion people dead as well

as over four million displaced (US Committee forfiRges and Immigrants:
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2004). To respond politically it would be importait address the underlying
problems that contribute to the crisis such as ewcoo instability/social

problems or human rights violations (OECD 1998: B)e resulting long-term
perspective together with limitations in infrastiwe, political system and the

like make humanitarian logistics a challenging tassthis type of crisis.

Complex emergencies show elements of both disasteriolent conflict. Their

duration is very long as the underlying probleneswsually very complex.

Figure 6: Complex Emergency Facts

3.3.4.Crisis Lifecycle

Every type of crisis has a similar lifecycle thatludes the period of time before
a crisis, immediately after its outbreak and in tiféermath. In their work
Humanitarian Logistic®kolando Tomasini and Luk van Wassenhove distiftguis
between mitigation, preparedness, response anbiligditeon (2009b: 44). Other
authors name it preparation-, immediate resporesed, reconstruction phase
(Kovacs and Spens 2007: 101). Consequently manygemey preparedness
plans build upon this scheme. Nevertheless, thinafo not cover humanitarian
logistics (Chaikin 2003; quoted in Kovacs and Sp2087: 102). This lack of
relief logistics is also mirrored by the academierature’s focus on the
preparation phase (Auf der Heide 1989; Carter 2(Ddgbek 1986, 2003).
Researchers assume particular scenarios and wtrlalseady existing nodes of
supply and demand, thereby neglecting the dynaofitse immediate response
phase (Ozdamar et al. 2004). Consequently mangidacsupport systems and
technologies developed for specific disaster stesare inadequate. (Kovacs
and Spens 2007: 102).

Furthermore it is able to distinguish three typésamrdination occurring in the
response and rehabilitation phases. They mirroonbt the crisis lifecycle — the
need to ramp up, to sustain, and to ramp downetef efforts - but also the task

intensity (Tomasini and Van Wassenhove 2009b: 8Dhese types of
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coordination are termed coordination by commandayrdaioation by consensus
and coordination by default (Donini 1996: 14).

Coordination by command is a centralized tool where coordinator
controls resources, delegates tasks, and colladtsliaseminates information
(Tomasini and Van Wassenhove 2009b: 81). Therely uhderlying

responsibilities and objectives are clearly definlssues that fall into this
category constitute obtaining visas, negotiatingdiag rights, getting

customs clearance, arranging licenses for vehisigsing agreements with
the military on accessible corridors and the liKBorfasini and Van
Wassenhove 2009b: 81).

Coordination by consensus is characterised by joliemning and decision-
making. This form of coordination is often accomiganby joint access to
shared communications equipment, liaison and agency meetings, pre-

mission assessments and so on (Tomasini and VaséMasve 2009b: 81).

Coordination by default is full of frequent, rowincontact between the
different humanitarian actors and is often desdribs ‘light coordination’
(Tomasini and Van Wassenhove 2009b: 82).

Every type of crisis has a similar lifecycle thatludes the period of time before

a crisis, immediately after its outbreak and in #ieermath. The latter two

response and rehabilitation — are characterisetireyg types of coordination that

usually occur in chronological order: coordinatimmcommand, coordination Qy

consensus and coordination by default.

Figure 7: Disaster Lifecycle

To conclude this chapter it has to be said thaanehers like Feldbriigge (2001

1) and Thomas and Kopczak (2005: 1) expect the einphcrises — disaster

S,

violent conflicts and complex emergencies - to rigdebally, especially in

developing countries. Thereby the harm to childseof extraordinary severity as
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it is estimated that the violent conflicts of ttest decade have resulted in two
million children killed, four to five million seriasly injured or disabled, 12
million homeless and more than one million eithgshaned or separated from
their families (Feldbrigge 2001: 44). Another figuspeaks of ten million
children traumatised (UNICEF 1996; quoted in Feldjge 2001: 45).

These facts lead to the introduction of the maitoracin humanitarian aid,

organizations whose primal purpose is it to redsidéering.

3.4. Actors in Humanitarian Aid

There are manifold types of actors directly or iadily involved in humanitarian
aid, inter alia host and neighbouring governmetitg military, the United
Nations (UN), NGOs as well as not-for-profit inttiges of private businesses
like logistics service providers (Kaatrud, SamiidaWan Wassenhove 2003;
European Commission 1998a: 36; quoted in McGuil@6208). A prerequisite

for classifying an organization to be humanitaigthe not-for-profit principle:

“Unlike the private sector where the bottom linetivates the constant need to
measure performance and invest in improving it iln@manitarian sector operates
without the market forces of demand and supply letgd through price.”\(an
Wassenhove 200%:77)

In addition these actors can be classified as, guivate, or public:

Civil actors Private actors Public actors
NGOs Private business Government agencies
Certain UN organization Military

Figure 8: Humanitarian Actors

Most of these organizations concentrate on secach as food, non-food,
medicines and general healthcare, logistics, sgcand the like. Some of them

even apply a multisector approach and operate myrfialds, making operations
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very complex as “each sector requires differenthtetogy, materials and
information” (University of Wisconsin 2005; quotedMayr 2006: 29).

In addition since the beginning of the 1980s thHwas been a significant growth
of the humanitarian sector (European Commissior84996; quoted in McGuire

2006: 18). In 2004, for example, the budget of the biggest aid agencies
topped $14 billion (Thomas and Kopczak 2005 2)s these organizations do
not charge money for their services, they are daégen on funds from

governments, business, foundations and privatevichaals. From governments
aid agencies receive “$6 billiom annual aid targeted at alleviating suffering

caused by natural and manmade disasters” (ThontaK@pczak 2005: 3).

However, this growth in incombas not been accompanied by some form of
regulation with regard to services or informati@tctnology. Thus Buchanan-
Smith considers the humanitarian sector as “onehef largest unregulated
industries in the world” (2002: 40; quoted in Mc@&uR006: 28), which means
that it lacks “common standards and mechanismsef@luation” (European
Commission 1998b: 42; quoted in McGuire 2006: 28)wever, there are some
efforts to change this like the Sphere Project @sdhe in Aid, initiatives which
aim to share and diffuse best practices on orgtaaiml level. In addition there
are also other endeavours, like the Humanitariagidties Association (HLA),
which works on the individual level and will be pemited in 4.2.3. The Sphere
Project, for instance, builds upon Internationalntduitarian-, Human Rights-,
and Refugee Law as well as upon the Code of Corafube IFRC, publishes an
own handbook and represents a voluntary commuriity@Os, the IFRC, UN
organizations, donor agencies, governments as aglbelegates of affected

populations (Sphere Project 20098pecific efforts of the Sphere Project are to

% The figures of Thomas and Kopczak base on thresgjodes of international aid agencies, namely UN
organizations like the World Health OrganizationH®@), the IFRC that is “auxiliary to country
governments”, and global NGOs such as CARE and &Widion (2005: 4). Thus Thomas and Kopczak
separate IFRC and NGOs, a practice widely apphledtbearchers.

“Its board is comprised of delegates of NGOs likéighAid, CARE International, Caritas
Internationalis, International Council of Voluntafygencies, International Federation of Red Crosbk an
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connect relief efforts of NGOs and UN organizati@swell as to set up and
supervise minimum standards in sectors like wated sanitation, nutrition,

housing, shelter, warehousing and health care (8pReoject 2004; quoted in
Lipok 2007: 40).

Adding to the regulation issue, there are alsodiifgrences in “local presence,
size, and mandate” as well as organizational stracof humanitarian actors
(Kovacs and Spens 2009: 511). Governments of affflecbuntries, for instance,
have the mandate to implement national contingeplans by directing,

organizing, and coordinating national disaster sasp units such as fire
brigades, ambulances, police and the national givilayr 2006. 27). Beyond

that, they should guarantee that international gerey assistance is “fully
integrated into the disaster management plans amafitiegs of recipient

countries” (Mayr 2006: 22). On the other side attles of donating countries
may attempt to relief suffering by channelling aidrough humanitarian

organizations. Thereby demand is often assessedidbygencies themselves
(Long and Wood 1995).

When we go to the military, the mandate and strectiiffers from that of NGOs
and it is a recent development that armed forces part of humanitarian
operations. Consequently Mayr states that besidesUN and single-country
missions, the NATO “becomes increasingly involvediumanitarian operations,

both in natural disasters and complex emergen¢2896: 205.

On the other side, there are big differences in dasn and structure even
between non-governmental bodies. The Internatiddamnmittee of the Red

Cross (ICRC), for example, is a non-governmentat, dovereign entity which

Red Crescent Societies, Lutheran World Federa@ofiam International, World Vision International as
well as Save the Children (Sphere 2009b).

® This was, for example, the case in Kosovo 199hduhe first ‘humanitarian intervention’ ever. The
military’s interventions showed positive elementegarding logistics NATO was essential — as well a
negative ones — it took over the responsibilitiehe UNHCR “without mandate to do so” (Mayr 2006:
21).
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derives its legal mandate directly from the Gen@amventions of 1949. The
national societies of the ICRC are thus organinaticegulated by international
humanitarian law (Lanord 2000). The major shareN@Os is not sovereign
though. Furthermore some of these types of humaanitactors may have a kind
of ‘loose’ connection between national sectionsyally combined with an
international coordinating committee, whereas athdike UN organizations,

“have no national presence per definition” (Kovaosl Spens 2009: 511).

Humanitarian actors show big differences in opereti- and geographical range,
size, and mandate as well as organizational sireicRurthermore some of them
may have a kind of ‘loose’ connection between matiosections, usually
combined with an international coordinating comegttwhereas others, like UN

organizations, are centralized per definition.

Figure 9: Humanitarian Actors Facts

UN organizations and NGOs are of primal interesthis thesis. The United
Nations is maybe the most important actor in thenditarian sector. As its
structure is very complex it will not be preseniaddetail. Reference is here
given to the works of Mayr (2006) and Gscheitm&®3002). Nevertheless, it is
now elaborated what the UN humanitarianly doesenegal and some of its aid
agencies — Kovacs and Spens call them supranati@®9: 511) — are
introduced to the reader. After this brief desdoiptof the UN (3.4.1), there is a
detailed analysis of NGOs in the following subcleaptthat cover facts and
figures (3.4.2), ideologies (3.4.3), dependencigst.4) as well as location
decisions of NGOs (3.4.5).
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3.4.1.UN Agencies as Primal Actors

International emergency assistance is not free afldys. It constitutes the
sovereignty of the affected country to accept fgmdielp or ndt This is the first
point where the United Nations acts “on behalfled humanitarian community
with the affected country the terms and condititorsinternational relief work”
(Mayr 2006: 17). Likewise in complex emergencies YN negotiate standards
with the often high number of warring parties beftine relief activities can start
(Mayr 2006: 19). Consequently many individuals iwea in international

humanitarian work argue like Tomasini and Van Waksge:

“Even though the humanitarian ecosystem is cestamokt restricted to the UN
and its agencies, many field workers would claiforimally that it is not until

the UN arrives in a country or region that the gately open for aid to flow.
Other humanitarian agencies can, and do, go intmtces or regions on their
own before the UN arrives, but often they lack thelitical support and
recognition of the UN system.” (2009b: 66)

Another interesting fact is the specialization oN Wrganizations. Since the
creation of the UN humanitarian system these aiéneigs have special
mandates. The titles of them resemble their smeaifandate like World Food
Programme (WFP), United Nations High CommissiooeRefugees (UNHCR),
United Nations Children Fund (UNICEF) or the Wottkalth Organization
(WHO). Anyway, as a crisis usually shows elemeritintertwined needs like
‘food-health’ or ‘shelter for children-health’ theyoordinate their efforts and
collaborate on a wide area of agendas. Often they work together with
international and local NGOs. Consequently Tomaami Van Wassenhove
state that “the majority of the UN programs areualty implemented through
NGO partners with the support and blessing of theall communities and
governments, so these other stakeholders needitxloeed in the coordination
game” (2009b: 66). Furthermore, as working togeibekey, UN bodies exist

that are specialized on coordination like the @ffior the Coordination of

® With regard to humanitarian aid only in certaircaimstances — for example when world peace is
endangered — this principle of sovereignty is mgkr valid (Gareis and Varwick 2006: 38).
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Humanitarian Affairs (OCHA), directed by the Emangg Relief Coordinator,
and the United Nations Joint Logistics Centre (U8JILBoth organizations are
made up of staff from the specialized agencies imeatl before. They are
portrayed in detail in 4.2.1 (OCHA) respectivel2.2. (UNJLC).

The United Nations is a primal actor in internaéibarisis relief. Its aid agencies
have a specific mandate like food or health care a@s coordinating
organizations negotiate with the affected countrgud the terms and conditions
of relief as well as coordinate the work of mardf@ctors. Thereby many UN

programs are channelled through NGOs.

Figure 10: The United Nations as Primal Actor of Inernational Crisis Relief

3.4.2.NGOs as Primal Actors

This subchapter comprises facts and figures, piesi and ideologies,

dependencies, and location decisions of NGOs.

3.4.2.1. Facts and Figures

This subchapter is divided into definition, reasdas existence, environment,

historical development, figures, and trends of NGOs

Definition
This work uses the definition of Salamon et al.94:99; quoted in Appel 2009:
32-34) who state that NGOs are characterised by:

« formal structure and a public agenda,

« private ownership and thus neither part of stateaities, nor dependent an
governments,

¢ acting autonomously by nature,

* being subject to theon-distribution-constraintwhich means that they do not
distribute funds to their members

» voluntary membership as well as transfer of resgairc

Figure 11: Characteristics of a Non-Governmental Oganization (NGO)
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Moreover, Drucker argues that NGOs do not havet@ivoline, but nevertheless
are more money-conscious than profit-oriented enta®s (Drucker 1989: 89;

guoted in McGuire 2006: 28). Complementary to tHeselamental 'ways’ there

exist also several methods how to walk on them.s€quently, “NGOs can be
large or small...externally funded or driven by vdksers, charitable and

paternalistic or radical and ‘empowerment’-baseldéwis 2007: 13). Another

important point is the fact that there are manyedént types of NGOs which

constantly question their roles. Likewise non-goveental development

organizations (NGDOs), for instance, debate abdwtw'development’ means

and how problems of poverty and social justice loaraddressed” (Lewis 2007:
15). Eventually it is also interesting that there ao-called ‘third-party NGOs’

like Global Impact, AidMatrix and Charitic.fr — chiges that match private funds
with needs recorded by aid agencies (Stapletoih @088; quoted in Tomasini

and Van Wassenhove 2009a: 555). Global ImpacgxXample, has raised - since
its 1956 founding — more than US$ 1 billion dedichto relief and development
projects (Global Impact 2009).

Existence: since when and why

It is not possible to specify since when NGOs disteas elements of NGOs may
have existed in a wide variety of organizationscsirthe ancient world.
International organizations that resemble NGOskamevn since the midst of the
19" century (Davies 2008: 7). Anyway, the term NGO wasated in the
environment of the United Nations after WWII aséfttlh was provision made for
certain international citizen organizations thatrevendependent from UN
member governments, to observe and participateNraffairs” (Lewis 2007: 7).
Another important question is why NGOs do existudthe author would like to
present two explanations, one that includes econaeasons only (Yaziji and
Doh), and one that includes social, economic, igalitand cultural arguments
(Lewis). Following Yaziji and Doh there are thremasons for NGO emergence,

social desirability externalizatiorandimperfectcompetition(2009: 19-20):
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» Social desirability occurs when people either do not have the economic
means to buy goods or not even the possibilityradycts which ought to be
not profitable are not produced by the market (gagcines needed in the

least-developed-countries).

» Externalizationmeans that the price of a good or service doesdiiaict the
real costs as it is the case when we talk abodutpmi, genetically-modified

organisms or CO2 emissions.

* Imperfect competitiomcludes structures full of monopolistic maniféstas

or asymmetric information.

Yaziji and Doh argue that organizations that do amiftere to market principles
can help to avoid respectively mitigate these ntafédures. The notion that
there is a ‘public agenda niche’ where NGOs do haweadvantage over
governments is also postulated by Lewis who cleessthem to be independent
from government, equipped by value-driven resoyroese cost-effective, less
vulnerable to political upheaval than governmeats] more sensitive to local
needs (Lewis 2007: 96).

Environment

Following Lewis there are three layers of NGO emwment, each characterised
by a different influence potential, namebtpntrol, influence and appreciate
(2007: 165). The control area lies within the baanes of the own organization
and allows an NGO to ‘control’ staff, budget andeatives. Influence, on the
other side, includes the wider area on an orgaboizait basis like government
agencies, other NGOs, donors, private businessiamedmmunity groups and
the like. Appreciate constitutes the wider enviremtnon a cultural basis like
national political structures, macro-economic gystelegal framework,
ecological factors, socio-economic context and sqlewis 2007: 165). These

layers of environment play an important role in miea four too as they
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constitute a theoretical ‘proof-of-concept’ of pasiiaring in the sense of ‘as

influence is possible working together is possibla conclude this Lewis states:

“The boundaries around these three areas are npgh@manent nor clear-cut, but
will change from time to time as an organizatiomganore influence over parts
of an environment, such as when the NGO increasdshibying work, manages
to attract more funds or when it enters a new tioalwith other organizational

actors.” (2007: 166)

Historical development

About the historical development of NGOs there i®taof literature; facts are
now presented from researchers like Beamon andeBatlLewis and Woods.
The first one to start is Woods as this researameé2000 delivered the most
comprehensive survey about European NGOs to datendtr OECD publication
Facts about European NGOs Active in InternationavBlopmentshe used a
survey population of 4436 NGOS from 26 Europeannties. Because of the
big survey population derived from four databa$dd,(Council of Europe, UN)
and the considerably high response rate of app. B8ods 2000: 10), this
study allows very significant conclusions and watcompany the remaining

subchapter.

Regarding the historical development of NGOs Woadsealed that “an

acceleration in NGO formation began in the 1960d aarly 1970s, gained
momentum in the late 1970s and peaked in the 1980sn 40 per cent of the
survey population were established” (2000: 11).sTiki also confirmed by the
findings of Lindenberg and Bryant who recorded theeatest period of
international NGO growth in the late 70s and e&0yg of the last century (2001;
quoted in Beamon and Kotleba 2006a: 188). Also kefimdings answer in the
affirmative (2007: 74). Following Woods this devatoent correlates with the
“creation by many Western European governments @ONco-financing

programmes for development co-operation in the $9%&@d early 1970s, and
subsequent large increases in the availability amfeghment funding for NGO

activities in the 1980s” (2000: 11). Lewis arguémilarly and further speaks
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about a “rise of ‘global civil society” (2007: 66)As the reasons behind
government-NGO instead of government-governmentméiéing of funds he
identifies the shift from geopolitical interests the role of “northerners as
supporters, volunteers and contributors” as wethasgovernments’ then recent
view of NGOs being “more effective as concerns @nga with citizens in
developing countries” like minorities or women (Z00r4). Anyway a donor-
receiver view has remained, something also evidemcehe roles of Northern
and Southern NGOs: also here the role model of doeeriver respectively
project planner—implementer has endured (Lewis 2@@+477). More important
developments in the NGO sector — that in the 1998w too (Woods 2000: 9) —
have been the evidence of more competition as \asll the resulting
professionalization with regard to human resourdesdraising, marketing as
well as public relations (Appel 2009: 106).

Figures

This section starts with an approximation of theuthber of NGOs that are
internationally active’ and some facts about o#ficdevelopment assistance
(ODA) channelled through NGOs. Then the structufeWinods’ work on
European NGOs is followed and figures are presetmacover aspects such as
‘Resources’, ‘Income Concentration (among NGOd)ersonnel’, ‘Location of
personnel’, ‘Distribution by NGO size’, ‘Developnte@o-operation Activities’

and ‘Regional Distribution of Support’.

Regarding the number of international NGOs mangijing figures exist due to
differences in registration and geographic scope Ylearbook of International
Organizations for example, speaks of approximately 6,000 irdaeomally active
NGOs in 2000 (Appel 2009: 126). The United Nati@msvelopment Program
(UNDP), on the other side, in 1993 identified 5@,0MGOs worldwide (Kellow
1999; quoted in Yaziji and Doh 2009: 15). A thirgure comes from Koch who
states that “umbrella organizations of internatio¥@Os in the OECD countries
had more than 2,500 members in 2008” (2009: 1). télea figure is right, it is
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likely that the total number of NGOs continuesriorease in future. Yaziji, for
instance, used recent statistics to back up targdtby indicating a 400 per cent
increase in numbers (2004a; quoted in Yaziji andh R609: xiii)). On a more
qualitative level, Yaziji speaks of a twenty-folde in citations of ‘NGOs’ or
‘nongovernmental organizations’ in the newspaperasll V&treet Journal and
Financial Times over the period of the last terry€a004b; quoted in Yaziji and
Doh 2009: xiii), another indicator for more NGO geace in future.

Official development assistan@@®DA) is public sector financing with the aim to
enhance the economic development of specific tagmeintries. ODA to
developing countries reached US$ 78.6 billion i0200ECD 2005), US$ 103.7
billion in 2007 (OECD 2008; quoted in Kovacs ance8g 2009: 507), and US$
119.8 billion in 2008 (OECD 2009).

Official Development Assistance (ODA) 2004-2008
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Figure 12: Official Development Assistance (ODA) 24-2008

Thereby it is of interest how much ODA is chanrélierough NGOs. Yaziji and
Doh estimate this figure to be over 15 per cen092@5), whereas Koch speaks
about 10 per cent for the OECD countries in 20@26®9: 17).
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Resourcesre of extraordinary importance for any type ajasrization. Income

necessary comes from either official and privatelfog as well as self-financing
(Woods 2000: 15). Woods conservatively estimategdtal resources mobilised
by European NGOs to be US$ 7.3 billion in 1993 (20D2). In addition she
estimates the total resources mobilised in all D#d@ntries, including the EU-

15, Japan and the US, to be US$ 15.5 billion in31@®00: 13). A more recent
figure comes from Gatignon who estimated the 200mual budget of

international NGOs to be US$ 26.9 billion (2007ptpd in Koch 2009: 1). To
underpin these impressive figures it should be #aad the “annual budget of
World Vision International exceeds the official éagn-aid budget of Italy”

(Koch 2009: 1).

International NGOs have an estimated annual buafgd§$ 26.9 billion.

Figure 13: International NGO Budget

Income concentratioms an issue that is noticed in both profit- and-poofit
worlds. Consequently in her OECD paper Woods stifas“the largest 20 per
cent of them (in terms of 1993 income) receive Y&6cent of the sector’s total
income”® (2000: 17). Using Wood'’s conservative figures @4iropean NGOs
with a total income of US$ 7.3 billion) this woulshean that approx. 900
organizations account for US$ 6.6 billion and teaéry of these organizations
accounts for resources of approximately US$ 7.3anilon average. But as the
income of these 20 per cent is not evenly distebutWoods also recorded the
financial resources of the ten biggest European dl@ad found out that these

organizations receive 21 per cent of the sectotal financial resources (2000:

" The DAC countries, the abbreviation stands ford@epment Assistance Committee, include Australia,
Austria, Belgium, Canada, Denmark, Finland, Fra@srmany, Greece, Ireland, Italy, Japan,
Luxembourg, Netherlands, New Zealand, Norway, R@aituSpain, Sweden, Switzerland, United
Kingdom, United States, Commission of the Europgéammunities (OECD n.d.).

8 Even if there are some variations — the data feeGe and Slovakia are only 67 percent, but forriebla
96 per cent — the vast majority of country figuisebetween 85.5 and 91.5 per cent (Woods 2000: 18).
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17). If these funds — approx. US$ 1.5 billion - wouldve been distributed
evenly, this would mean around US$ 150 million K&O.

20 per cent of European NGOs receive 90.5 perafethie sector’s total incomg

U

The ten biggest NGOs receive 21 per cent — evestyiltuted this would mean
US$ 150 million per NGO.

Figure 14: Income Concentration of European NGOs

Another interesting point is theersonnelof European NGOs. In 1993 a total
number of 1983 European NGOs employed 913,000 peopivhom 91 per cent
were volunteers and 9 per cent salaried persGhf\loods 2000: 18). Thereby
the majority of volunteers recorded France (590,28 Germany (175,721),
the majority of salaried personnel the U.K. (21)@2&ustria (13,490) and

Switzerland (11,222) (Woods 2000: 19). In only foomt of 22 countries

scrutinised - Switzerland, Norway, Ireland and Aast did volunteers account
for less than 50 per cent of the total (Woods 20®): In France, for instance,

salaried employees constitute only 1 per centtad fgersonnel.

900,000 people work for European NGOs - 91 per oktitem voluntarily.

Figure 15: Number of Employees of European NGOs

Thelocation of personnek also of interest, namely the proportion of parel
in Europe or in developing countries. 55% of salhmersonnel work in Europe,
whereas 45% per cent are active in developing ciesntThe ratio would be
even higher without the predominantly ‘foreign-bdisGOs from the United
Kingdom, Switzerland and Ireland as in the vastamty “the percentage of

salaried employees in home countries consideratulgezls that abroad” (Woods

® The ten organizations are Caritas Italiana (ITAjséfeor — Bishops’ Relief Fund (BRD), SOS
Childrens’ Village International (AUT), Save thei@lhen Fund (UK), Friedrich Ebert Foundation
(BRD), Caritas France (FRA), Association Nationadeir le Développement Agricole (ANDA) (FRA),
Hermann-Gmeiner-Fonds Deutschland (BRD), Oxfam (Ukfernational Planned Parenthood
Federation (UK) (Woods 2000: 18).

10826,819 volunteers and 86,344 salaried personnel
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2000: 20). In Germany and France, for instance, rdt® is around 75:25
(Woods 2000: 21). With regard to voluntary persadrthe figures are not that
skewed. Following Woods the vast majority - 94 pent - are located in Europe
and in 16 out of the 22 countries analysed — eaflg¢¢he big ones — more than

75 per cent of volunteers are active within thertmtaries of Europe (2000: 21).

The next step would be to analyse if the incomecentration elaborated above
bears a resemblance with the indica@ersonnel distribution by NGO siz€he
latter shows even more concentration as “95 per aeall NGO personnel are
employed by 10 per cent of NGOs” (Woods 2000: Z2e biggest NGOs thus
employ thousands and thousands of people, a fauinemted by Woods as being
traceable to the popularity and image of the bigQ¢G2000: 22). Anyway, a
slim majority has a rather small staff. Woods stdbat “61 per cent employ ten
or fewer salaried workers and 51 per cent tenwefesolunteers” (Woods 2000:
22).

10 per cent of European NGOs employ 95 per ceall GO personnel.

Figure 16: Personnel Concentration of European NGOs

The agenda of NGOs constitutes the core of NGQriaes. Woods calls them
Development Co-operation Activitiasd analysed the main conceptual activities
of European NGOs. Thereby the ranking is not basedesource transfers, but
only on the number of NGOs addressing a specipctd’ he outcome speaks for
more than 50 per cent of European NGOs supportthgc&ion (1), Health (2),
and Rural Development (3), whereas only 37 per sapport emergency relief

and only 34% are engaged in environment activ{itésods 2000: 24-25).

The last indicator of Woods Regional Distribution of SupportVoods divided
the world into five spheres, asked the survey patrn for a ‘Yes, active!’ or a
‘No, not active!” and registered “prevailing supgiofor Sub-Saharan Africa
(78%), followed by Central & South Asia (42%), Norifrica & Middle East
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(36%), Latin America & Caribbean (27%) and SouthstEAsia, East Asia &

Oceania (24%) (2000: 26). This means that 78% IdE@lopean NGOs operate
in Sub-Saharan Africa, but only 24% in South EasiaAEast Asia & Oceania.
Anyway, Woods did not include resource transfeisis Iconstitutes a fact that

makes these figures not really significant.

Another OECD publication, on the other side, workth other regional areas,
but with transfers of funds and traced 37.1% of N&&going to Africa, 30.5%
to Latin America, 28.2% to Asia, 2.3% to Europe dn8% to the Middle East
(OECD 2007; quoted in Koch 2009: 180). It is alsteiesting to compare these
figures with bilateral aid — funds channelled frogovernments through
governments. Following the OECD 45.7% of bilatenal goes to Africa, 25.8%
to Asia, 13.3% to Latin America, 7.8% to the Middiast and 7.3% to Europe
(OECD 2007; quoted in Koch 2009: 180). Evidenthere are big discrepancies
regarding Latin America, Europe and the Middle E&akis may due to political
reasons on the government side as well as orgamahtreasons like path
dependence on the NGO side.

Region Transfers of NGO in % | Transfers of GOV in %
Africa 37.1 45.7

Latin America 30.5 13.3

Asia 28.2 25.8

Europe 2.3 7.3

Middle East 1.8 7.8

Figure 17: Geographical Distribution of NGO and Gowernment Aid

To conclude the figures section, Yaziji and Doh aivthe NGO sector an
intellectual touch as “half the employees of theyést, most influential NGOs
have master’s or law degrees, and 10-20 perceset thastorates” (2009: 129).

» The phenomenon that a system evolves out ofstetyi. Regarding NGO location a manifestation of
path dependence would be the self-reinforcing netsvof international NGO staff (Koch 2009: 74).
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Trends

As any industry, the NGO sector showsnds As elaborated above, the non-
profit and non-governmental sphere has recordedemmsen growth in the last 30

years. For the organizations themselves the qurelstie remained how to change
organizational structures within this period of Wgth. Koenig registered two

main trends, namely the emergence of internatiGiNGOs) and transnational

NGOs (1996; quoted in Lewis 2007: 204). Lewis fartklaborated the thoughts

of Koenig and stated:

“There are two main trends: there are INGOs whieggam in one country but
which have expanded to new ones in a process afiggaternational’ (such as
ActionAid); and there are new transnational NGOscsrally formed with
representatives from more than one country (suc@I&$CUS). This brings a
distinctive set of organizational problems, and stroictural forms are emerging:
‘ethnocentric’ structures based on tight control sidbsidiary offices by
centralized headquarters, and ‘polycentric’ strreguwith a high degree of
decentralized local control and interconnectediésewis 2007: 2004)

Another trend in the NGO sector is service provisiboday more and more
NGOs act as service provider and consult governsnamipolicy or NGO clients
on specific issues (Lewis 2007: 83). Donors indreg see NGOs not only as
implementers of a specific policy, but as importsotirce of information for the
policies themselves. In addition NGOs provide fiag services to other
organizations or to government, or offer reseanckamflict resolution services

to other agencies” (Lewis 2007: 132).

3.4.2.2. Ideologies of NGOs Active in Humanitarian Aid
This is a subchapter dealing with a general desonpof NGO ideologies.

Following Princeton University an ideology is a fiical orientation: an

orientation that characterizes the thinking of augr or nation” (2009). Adapted
to the humanitarian world, it can be said that org@tions incorporate different
types of ideologies, but all adhere the humanitagenciples. The outcome of

their efforts is supposed to be the same, but thpeius is different. In
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comparison with the United Nations, for instanc&®& are more diverse with
regard to ideology. To better understand this idboee types of ideologies are
now introduced, namelyaith-based organizationsdunantistsand wilsonians
(Tomasini and Van Wassenhove 2009b: 24). Theseawebriefly presented:

1. Faith-based organizationis their work combine “religious values with sdcia
goals” though being ecumenical and not imposingeifthvalues on the
beneficiaries they serve” (Tomasini and van Wasseal?009b: 24). Typical
actors of this kind are Caritas and Catholic Refiefvices (CRS).

2. Dunantistssolely adhere to the humanitarian principles amahat use them in
order to live religious values. Their beliefs aferfily rooted in the principles
advocated by Henry Dunant” and they “advocate aintarventionist strategy in
conflict” (Tomasini and van Wassenhove 2009b: Zajganizations that form
this group include the Red Cross and Red CrescemweMent, Save the
Children, Oxfam, Action Contre la Faim (Action Agat Hunger), and Médecins
Sans Frontieres (Doctors Without Borders) (Tomasind van Wassenhove
2009h: 24).

3. Wilsonians have a more political agenda. Following Tomasind aran

Wassenhove “they encompass former President WooWdson’s ambitions to
project US values and influence as a force for goothe world” (2009b: 24).
Today it spans the whole political spectrum andukes organizations like

CARE (Cooperative for Assistance and Relief Everguef.

Regarding the types one and three — faith-baseahaations and wilsonians — it
can be said that they may have a “built-in confiitinterest depending on how
much their ideologies influence their agenda (malltor religious)” (Tomasini
and van Wassenhove 2009b: 25).

To conclude this subchapter, it should be noted tha adherence to this
combination of principles and ideologies of NGOsricprove to be very
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expensive (e.g., Southern Africa), or controver@&al., the Balkans)” (Tomasini
and van Wassenhove 2009b: 39). This is especialficudt as — following
Tomasini and van Wassenhove — “humanitarian omeratare not judged by
their speed or costs, but rather by their impa2@00b: 39).

3.4.2.3. Dependencies of NGOs

As mentioned before NGOs have three sources ofmecaofficial funding,
private funding and self-financing (Woods 2000:.1edominantly are the first
two sources as — although the NGO industry becomese and more
professional — they are value-based and thus ysdejpendent on public and
private donations as well as voluntarism (Mayr 2008). NGOs are usually
involved in partnerships with different donors. @ official side, many NGOs
apply for “internationally announced projects theg either undertaken by a UN
agency or are sponsored by large donor institutsoieh as ECHE (Mayr 2006:
19). On the private side, organizations like therM/¢-ood Programme (WFP)
also work with donations from businesSe@layr 2006: 37). Apparently it is of
interest if there are any dependencies towardsobrieese sources as in recent
years — in addition to official funding — “foundatis, individual donors and the
private sector have become important sources afsffior aid agencies” (Kovacs
and Spens 2007: 107).

Anyway — due to the scarce literature on privatedfog - the main focus lies on
a potential dependency towards official donorsldwahg Thomas and Kopczak
in recent years the United States and the Eurojpe@on alone have accounted
for approximately 33 respectively 10 per cent ¢alttnumanitarian aid (2005: 3).
Other major governmental donors are the remainug@ean countries as well
as Canada, Japan and Australia (Thomas and Ko&@tk 3). Official funds

12 ECHO stands for European Commission Humanitariiiceand is further explained in 4.2.3.

13 After the 2004 South-East-Asian tsunami, for ex@namerican companies alone donated “more than
$565 million: about $273 million in cash contritaris; $79 million in employee matching contributipns
$140 million in in-kind donations; and $73 milliéam customer donations” (Thomas and Fritz 2006: 114)
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account for approximately 40 per cent of NGO incqiv®ods 2000: 15). Koch,
for instance, reports that due to the increasiranoblling of official aid through
these humanitarian actors the majority of NGOs meeeives more than 50 per
cent of its budget from official sources (2009: Zhis situation challenges a
NGO'’s independence. Koch comes to the conclusiahiths unclear "whether
they have become the executing subcontracting aggenof Northern
governments or whether they are still able to maké&nomous policy and

country choices” (2009: 2).

The same thoughts are expressed by Woods:

“Of particular interest is: whether NGOs are beingreasingly used as ‘sub-
contractors’ for government-initiated projects mtkhan as recipients of official
funds for NGO-initiated projects; and whether theding received by NGOs for
their own projects is being accompanied by incréasmditionality.” (2000: 16)

It is the concern that NGOs become ‘donor-driveiesource-led instead of
socially-responsive organizations that shift thetcountability away from the
beneficiaries and towards governments (Woods 208p%. And eventually it is

also questionable if NGOs are still non-governmiethizn.

The majority of NGOs receives more than 50% of htglget from official

sources. There is the concern that NGOs becometelinven’.

Figure 18: The Dependency of NGOs on Official Soues

This problem and the accompanying anxiousness ofDO N@searchers are
ubiquitous. Anyway, regarding this issue it is ofipoe to differentiate. If we
assume that official back dondtsiot only want to channel aid through NGOs,
but also an imminent interest, we have to distisiyuoetween an economic and a

political interest.

* For more information see 4.5Jonor orientation
!> The prefix ‘back’ refers to the fact that manyici#il donors do not directly engage in crisis relmit
indirectly via their implementing partners like NGOr UN organizations.
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Koch, for example, shows that the more trade odoetween countries, the more
NGO aid is reduced (2009: 33). Thus it appearsN@D aid is “not affected by
the economic interests of back donors” (Koch 20849 Anyway, following
Koch NGOs tend to focus “on those countries whérartback donors are
active” (Koch 2009).

What remains then is the possible political intedsgovernments, true to the
motto “More aid, more influence”. Accordingly, Kodbund that “with higher
dependence rates of international NGOs on theiregowent, they are
increasingly mimicking the country choice prior#ief their back donor” (2009:
123-124). Similarly McGuire argues that “donors nadtach conditions such as
utilizing funds for specific programmes, specificogps of recipients, using
funds in a specific geographical area or countrg spending the money by a
certain deadline” (2006: 31).

The more dependent NGOs are on their governmdrgsnore they imitate the

=

back donor’s aid distribution patterns with regerd@ountry choice.

Figure 19: The Impact of NGO Dependency on Countr{hoice

But anyway, following the Sphere Project, any tgbdumanitarian organization
should avoid getting dependent of a single donmegardless if official or private
- in terms of goodwill and funds (2004: 318; quoiedMcGuire 2006: 26).
Woods found in her very comprehensive survey timatwerage 58 per cent of
NGO budgets are filled by non-official sources (@005). In addition she states
that due to data mining difficulti&sit would be difficult to say whether there is
some form of dependency or not (2000: 16). Althoubk distribution is
unknown, Woods introduces some interesting couligyres that are presented
to the reader below. The country order follows pleecentage of income derived
from official sources. It can be expected thatrailsr pattern is valid for NGO

funding sources in relation to donor institutions.

8“The Development Centre’s database is unablesaggjregate the various possible components of each
income source.” (Woods 2000: 16)
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Country Percentage of Percentage of Percentage of
income from income from income from self-
official sources | private sources financing
sources

Hungary 97.8 1.4 0.8
Greece 71 17 12
Denmark 65 10 25
Sweden 58 30 12
Belgium 53 38 9
Czech Republic 49 28 23
United Kingdom 47 36 17
Netherlands 47 22 31
Norway 46 25 29
Ireland 46 41 13
Switzerland 42 46 12
Luxembourg 41 45 14
Portugal 40 35 25
Spain 39 26 35
France 38 42 20
Finland 32 41 27
Germany 32 59 9
Italy 29 67 4
Turkey 29 11 60
Austria 23 66 11
Slovak Republic 20 55 25
Poland 6 93 1

Figure 20: Distribution of NGO Funding Sources in Eiropean Countries
(based on Woods 2000: 17)

3.4.2.4. Location Decisions of NGOs

Location decision is an important issue in NGO workth important

consequences for pool sharthgOf special interest, thereby, is the fact thateh
are so-called ‘donor darlings’ and ‘donor orphars’countries that receive
disproportionately high respectively disproportitata low aid. Koch and Van
Laan showed in their study of 50 of the largestetigyment NGOs significant
agency concentration in 2005 (2007: 2). The mapwbellustrates this pattern

and displays the NGOs’ per country-per capita edfieres in euros.

" For more information see 4.5Cbmpetition
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NGO aid per
capita (Euros)
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Figure 21: Agency Concentration in Development AidSource: Koch and Van Laan 2007: 2)

The figure highlights that there are darlings anghans in country comparison.
The aim of this subchapter is to explain the reasbehind this pattern.
Regarding the Central African Republic (CAR) — aaloorphan (at that time) —
Hidalgo states:

“The crisis in CAR is less visible because of tleurry's relatively small
population and the small number of people who affected, scattered
throughout the north, Chad, Cameroon, and Sudai result, the population in
need is dispersed, less visible, and harder tdr#tan people accommodated in
camps. The international neglect can also be engdiaby the proximity and
magnitude of other major crises, such as thoskarDemocratic Republic of the
Congo, and, more recently, in Chad and Darfur....Gé&dks a champion on the
international scene, such as the UK for ZimbabWwe,United States for Liberia,
or Belgium for the DRC. France, the former colorpalwer, has a long list of
more populated and troubled former colonies in Whitc has greater vested
interests.” (2008: 143)

The most comprehensive work on location decisioommfNGOs to date comes
from Dirk-Jan Koch. In his worldid from International NGOs: Blind Spots on
the Aid Allocation Map his PhD-thesis at Radboud University in Nijmegen,
Koch not only confirmed spatial concentration of @€ and the resulting
existence of donor darlings and donor orphansalsat delivered some profound

explanations. For his research he used data of f6ithe world’s biggest
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international NGOs and applied for-profit concetitra theories in the non-profit

context (Koch 2009: 7). Now his research will beganted in detail.

There are so-called ‘donor darlings’ and ‘donorhanps’ — countries that receive

disproportionately high respectively disproportitaia low aid.

Figure 22: Donor Darlings and Donor Orphans

The sample NGOs of Koch show a diverse spectrumageinda, but exclude
organizations whose activities are “mainly triggekey exogenous shocks” like
the Red Cross Movement or Medicines sans Front{@@39: 26). In order to be
representative, 61 of the largest international & @ere chosen that together
account for a budget of €6.9 billion in 2005. Pecipient country an average
allocation of €30.4 million was recorded (Koch 20009 Thereby big distribution
discrepancies were registered by Koch who statds‘tiie top recipients receive
more than 20 times more on a per capita basisttteso-called donor orphans”
(2009: 7). This phenomenon is already well-knowgarding official donors —
may they be bilateral or multilateral (Koch 2009;).2Following Koch possible
reasons in this sphere include common heritage @bpnialism), common
language or common faith (2009: 25). But what ithwhe other sphere — the
NGO country choices? Do they show resemblance tiéh choices of back
donors? If yes, why do they? If not, what can bheepteasons for this behavior?
Using the data of the humanitarian actors menticaigave Koch came to this
initial conclusion (2009: 31):

“At the 1 per cent levél, NGOs are more likely to be active in countriés (i
which receive higher levels of bilateral officialdafrom the donor country in
which the NGO is based, (ii) where more other NG@s engaged, (iii) which
share the same religion, and (iv) which have lapggulations.”

'8 Inter alia CARE Canada, CARE, France, CARE Norw@4RE USA, Caritas Switzerland, ADRA
(USA), Brot fur die Welt (Germany), Broederlijk @&l (Belgium), Church of Sweden Aid, Concern
Worldwide (Ireland), German Agro Action / DWHH (Geany), Goal (Ireland), Hivos (Netherlands),
Misereor (Germany), Norwegian Peoples Aid, Oxfanstfalia, Oxfam Belgium, Oxfam Novib
(Netherlands), Oxfam USA, PLAN International (Ukave the Children USA, Swissaid (Switzerland),
Terre des Hommes (Switzerland), World Vision AugiraNVorld Vision Canada and World Vision USA
were part of the sample (2009: 174).

999 per cent of variance explained by factor
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Thereby he interestingly identified the strongemttdrs to be (i) and (iii) —
namely the presence of other NGOs and shared(20600: 31).

The strongest promoters of NGO activities are ttesgnce of other NGOs and
shared faith.

Figure 23: Main Promoters of NGO Activities with Regard to Country Choice

In addition he recorded three phenomena on therSceet level®. First, the
sample organizations supposedly preferred activiie more democratic
environments (2009:31). Second, the more traderdedobetween countries, the
less bilateral NGO aid (2009: 34). And third, aingtof the United Nations
General Assembly turned out to be important forltdoation decision of NGOs
(Koch 2009: 34).

In this thesis point (i), the concentration of N&@s of utmost importanée In
order to understand this phenomenon better Kocheapgvolutionary economic

geography. This approach and its findings are n@sented to the reader.

First, we will make a short reminiscence to the t@dmfrican Republic (CAR)
and further introduce Tanzania. The CAR is a couatrfour million inhabitants
in Central Africa with 75% of the population livingelow the poverty line (3
million persons in total). Tanzania, on the othandh lies in Central East Africa
and has 38 million inhabitants with 29% of the papan living below the
poverty line (11 million persons in total) (Koch@D 67). Matching received

funds with people in need of aid Koch discovered:

“Accordingly, one would expect Tanzania to receigesater support|...]in
equivalent terms, about three times as much. Thedierence, however, is
much greater. 61 of the world's largest non-govesntal development
organizations spend only around €1 million a yearthe Central African
Republic, compared with around €70 million a yeaTfanzania.” (2009: 67)

2095 per cent of variance explained by factor
2L For more information see 4.5Cdmpetition
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On a per-capita basis, poor people in Tanzaniaageind 15.5 times more aid

than their counterparts in the Central African Reau

Figure 24: Central African Republic and Tanzania -Donor Orphan, Donor Darling

Field research of Koch in those countries (2009:stidwed that 37 out of the 61
NGOs are present in Tanzania (€68 million or €Gp&Bpoor), but only four are
active in the Central African Republic (€1.2 mitlior €0.40 per poor) (2009: 74-
75). Another interesting finding is the strong centtation of aid agencies in
Tanzania (2009: 75). In this context Van Laan disced inter-regional
differences: whereas some Tanzanian regions shnggzbrtionally low NGO
density, others — especially the Arusha regioncene proportionally high NGO
density (Van Laan 2007: 32). The following figureos/s these inter-regional
differences; thereby the numbers stand for ‘citizper NGO’

Legend
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Figure 25: Regional NGO Density in TanzanigSource: Van Laan 2007: 49)

Consequently Koch was looking for location theortbat potentially could
explain these patterns, namely the existence ofordamphans/darlings and
agency concentration on country and region levieéréby he found that current

‘non-profit location theories’ like supply and demgaanalysis are too static as
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they “do not pay attention to dynamic processesaxk in non-profit clustering”
and as “they refrain from explaining current patteof inequality” (2009: 68).
Economic geography, on the other hand, is a progpiSeld regarding dynamic
location decisions. Koch was searching for an aggrahat fits to NGOs and
accounts for “explicit choices with respect to utglag assumptions, the

importance of contextual factors and the concefzat@dn of time™? (2009: 69).

For-profit location theories are used to explain-poofit patterns.

Figure 26: Economic Geography in the Non-Profit Wold

Out of three basic approaches described by Bos@mdaFrenken, namely the
neo-classical, the institutional and the evolutrgnapproach (2006), Koch
choose the third one and adapted it for locatiorisitens of NGOs (2009: 69).
The basic determinants of this adapted evolutionacpnomic geography
approach were taken from for-profit work of Arth(i994) and Boschma and
Frenken (2003), nameincreasing returns to scal@l), labour mobility (2), and

path dependencg3) (Koch 2009: 68). These determinants are noieflipr

presented:

1. Increasing returns to scalkgrise from two types of economies of scale, namely
internal and external ones. The former is intraaargational, whereas the latter

Is inter-organizational. Intern@conomies of scale emerge when it is reasonable

— with respect to economics or service level — lgster an organization’s
activities. A practical example delivers Koch whogies that it would be
efficient for a field-office running NGO to redudbe number of countries in
which it operates as globally not only fewer idifravestment is needed, but also
fewer overhead costs are recorded (2009: 72). iadily - from the author’s
point of view — it should be mentioned that tranisaccosts® are reduced too.

Altogether these cost reductions speak for conatatr on specific target

22 Based on work of Koch and Van der Laan (2007:.3-4)
% Search and information costs, bargaining and iecists, and policing and enforcement costs
(Watkins 2009).
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countries. Exterdaconomies of scale, on the other hand, “ariserméhgroup of
organizations can achieve more of their aims whey tombine their activities”
(Koch 2009: 72). Bielefeld and Murdoch, two economeographers, list some

of these benefits:

“They include such factors as (a) shared infrastine¢c which will reduce

transportation, communication, and supply costsafizess to a pool of labor or
specialized inputs; (c) knowledge spillovers betwegganizations as a result of
contacts between firms and people; (d) informatedout demand or the
feasibility of production at a particular locatiomhich can be obtained by
observing other successful organizations at thedtion; and (e) a reduction of
consumer search costs, which will lead to increadechand at a particular
location.” (2004: 224)

2. Labour mobility is another determinant of NGO location. Its inflae is
explained very well by Koch who reports that “laboaobility contributes in two
ways to concentration of NGOs; (1) qualified labdends to move towards
incipient concentrations since salaries and livoogditions are better and (2)
labour tends to be more mobile between organizstiavithin incipient
concentrations” (2009: 73).

3. Path dependenceonstitutes the phenomenon that a system evolviesfaots
history. It is self-reproducing over time and paststments are honoured in the
present/future. Regarding NGO location a manifestabf path dependence
would be the self-reinforcing networks of interoail NGO staff that lead to
spatial cluster-building (Koch 2009: 74). Countmages also belong to this
category. Koch, for instance, shows that the cqummages of the Central
African Republic (CAR) and Tanzania considerablyfedj the former being
associated by individuals active in humanitariahas representing “all the vices
of Africa”, while the latter standing for “all itgirtues” (2009: 79). As Tanzania
receives far more aid on a per-capita basis thaR,ds better country image

may have its influence over this outcome.
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Another example would be the funding pattern ofriNern-) governments. The
U.K. and France are very illustrative in this mgttevo countries that both
predominantly support their former colonies butttishow a very different
funding pattern. The U.K. has historically chaneella high share of its aid
through (local-) non-governmental organizations ¢K@009: 79). Many NGOs
have been geared to the choices of this back dombconsequently are active in
target countries of the U.K. France, on the otld®,shas always channelled the
major share of its aid through governments. Theégerging patterns have led to
the fact that “the ten largest international depeient NGOs all have their head
offices in the Anglo-Saxon world, and eight of ttle® largest recipients of aid
from NGOs are former English colonies” (Koch 20@9¥*. Eventually coming
back to our initial comparison of the Central Afiic Republic and Tanzania —
the latter receives around 15 times more aid oerac@pita basis than the former
- it should be stated that following the determinpath dependence a possible
reason would be the fact that Tanzania is a folBngish, while CAR is a former

French colony.

The basic determinants of this adapted evolutionacpnomic geography

approach werencreasing returns to scaléabour mobility, andpathdependence

Figure 27: Determinants of Economic Geography Appéd to NGO Location Decision

The résumé of these findings could be that incngaseturns to scale, labour
mobility and path dependence trigger NGO conceptratAnyway, Koch lists

them not as the only possible explanation of NG@ceatration (2009: 79).
Other factors that could lead to this situation everentioned before, namely
sharing the same religion, large country populatjodemocratic country
structures (Koch 2009: 31) or a voting of the Udhitéations General Assembly

4 This is some evidence for NGO dependency as neergmental organizations mimic the country
choices of their back donor. Anyway, this is ondig for a high degree of dependency. The more
competitive a NGO is, the more diverse their sosiare, the more it is likely that they “do not stway
from operating in countries where few other actyesactive, nor from intervening in the poorly
performing countries” (Koch 2009: 123).
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(2009: 34). Democratic country structures, foranse, are a potential reason for
the differences in our example of Tanzania andGaetral African Republic as

in that sense the former outperformed the lattexc(k2009: 87).

3.5. Humanitarian Logistics

A lot of background information has been introdu¢edhe reader by now. It
delineates a picture of humanitarian aid in gendisatriggers and principles, its
actors and NGOs as primal subject of analysis isfttiesis. Now humanitarian
logistics are scrutinized. To understand the speckaracteristics of this
discipline is a prerequisite for pool sharing. Befresenting the structure of
this chapter some basic information is deliveredagdns why this discipline is

central to emergency response are illustrated lmmBs and Kopczak:

“Humanitarian Logistics is central to disasteretfor several reasons. First, it is
crucial to the effectiveness and speed of respdosemajor humanitarian
programs, such as health, food, shelter, water, samdtation. Second, with
procurement and transportation included in the tiong¢it can be one of the most
expensive parts of a relief effort. Third, since tbgistics department handles
tracking of goods through the supply chain, itfieo the repository of data that
can be analyzed to provide post-event learningidtiog data reflects all aspects
of execution, from the effectiveness of suppliard &ansportation providers, to
the cost and timeliness of response, to the apjatepess of donated goods and
the management of information. Thus, it is crititalthe performance of both
current and future operations and programs.” (2Q05:

Eventually it is necessary to state that Trunidiknestes logistics to account for
80 per cent of the costs associated with emergessponse (2005: 8). With this
basic information in mind the author would like poesent the agenda of this
chapter: the general structure of humanitarianstogg will be explained briefly
in 3.5.1. ‘Briefly’ because of the fact that theree many works that cover this
craft in general likeHumanitarian Logisticeof Tomasini and Van Wassenhove
(2009b) or_ogistics Management in humanitarian crisis — vatfocus on supply
pipeline logisticsof Mayr (2006). Other important papers are fronvé&cs and
Spens (2007 and 2009) as well as Thomas and Kop@¥5). The topics
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addressed by this subchapter can be divided ime® tbategories. The first one
delivers basic information about humanitarian loagssand includes the sections
definition andcharacteristics The second category is about obligatory logistica
activities and includesituationanalysis resourceanalysis,meansof distribution
andpersonnel The last one eritical succesdactors- also deals with logistical
operations, but the portrayed types of activities ragot obligatory, but make the
difference between a goodish humanitarian suppdyncand an outstanding one.
Then, in 3.5.2, the direct switch to chapter faimitroduced to the reader. With
the help of literature and praxis examples of therdination and cooperation
problems in the Central African Republic, Angolapdmbique and after the
2004 Asian Tsunami, challenges in this field arespnted in order to lay the

basis for their remedy, pool sharing, that is etatexl in the next chapter.

80 per cent of emergency response costs can lesltback to logistics.

Figure 28: The Share of Logistics Costs in Total Giis of Crisis Relief

3.5.1.General Structure of Humanitarian Logistics

It is appropriate to start with a definition of hanitarian logistics and its
characteristics. Then two very important parts mesgency logistics, situation-
and resource analysis, are described. These aspectellowed by means of

distribution, the dynamics of personnel and — ewvalht - critical success factors.

Definition
There are manifold definitions of humanitarian &gis. The author would like

to present two of them, a very brief and a moraitézt one:

* "It consists of all activities associated with puoement, storage, transport
and distribution of relief goods and equipment.”ajv1 2006: 1)
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* “Humanitarian Logistics is defined as the procefsplanning, implementin
and controlling the efficient, cost-effective flomnd storage of goods and
materials, as well as related information, from ploént of origin to the poin
of consumption for the purpose of alleviating thdfexing of vulnerabl
people. The function encompasses a range of aesiyvitincluding
preparedness, planning, procurement, transporteheaising, tracking an

tracing, and customs clearance.” (Thomas and Kdp2285: 2)

Figure 29: Definition of Humanitarian Logistics (Thomas and Kopczak 2005: 2)

The latter is more comprehensive and supposedly niost often quoted
definition of the scientific community dealing wigmergency logistics. It is also
the one used in this thesis. Additional interestingights into the matter are
delivered by Gustavsson and Mayr on the operatisidal as well as Thomas and
Mizushima on the strategic side. Gustavsson, diprear, defines components of
humanitarian logistics like “procurement, transptdn, warehousing, inventory
management, trace and tracking, bidding and revbigdeing, reporting and
accountability” (2003: 7). Similarly, Mayr calls lef-specific logistical
measures to be “evacuations, search & rescue, rezgents/resource
assessments, procurement, warehousing, transpertliattibution” (2006: 27).
Thomas and Mizushima on the other side argue logigsb be the “bridge
between disaster preparedness and response, betpemurement and
distribution and between headquarters and the "fi€@05; quoted in Van
Wassenhove 2005: 476). But besides these supédasariptions it is of interest
to know more details about humanitarian logisting &s circumstances which

will be presented in the following section.

Characteristics

This section is the core of this subchapter. Italk about what makes
humanitarian logistics special and challenging. dBef analysing the
characteristics it is opportune to distinguish egeecy logistics from business-

and military logistics. Business logistics typigalorks with a stable network of
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suppliers and manufacturing sites as well as ptaolie demand — all of which
are not known to emergency logistics (Cassidy 200®ewise Balcik and
Beamon identify inter alia unpredictability of demea sudden occurrence of high
demand combined with short lead times for a widéeta of goods and services,
and lack of resources in terms of supply, peopehrnology, transportation
capacity, and money as main differences to busilegsstics (2008: 102; quoted
in Kovacs and Spens 2009: 507). With regard tanthigary it has to be said that
this organisational form usually coordinates itfoe$ from one special and
predetermined command post. This is not the casamargency logistics as a
high number of relief agencies are involved thatally coordinate their efforts
from different command centres (Ozdamar et al. 2@®bsevelt 2005). Or as
Kovacs and Spens put it: “The involvement of marffetent aid agencies in
relief operations renders many distribution cemi@sed planning techniques
obsolete.” (2007: 103)

Humanitarian logistics are different to businessd amilitary logistics due ¢

A=

sudden occurrence of high demand respectivelyréifitecoordination structures.

Figure 30: Difference of Humanitarian Logistics toBusiness- and Military Logistics

The following categorisation of humanitarian logist characteristics is obtained
from Tomasini and Van Wassenhove (2009b: 9-11):

 Ambiguous objectivemeans that it is difficult to assess overall resao
capacity as the “level of commitment” of the vasoactors as well as “their
relationship to one another” differs considerabljorfiasini and Van
Wassenhove 2009b: 9). Following Tomasini and Vans$&#ahove this is
because of the “large numbers of stakeholders (domgencies, media, and
beneficiaries)” and results in humanitarian actionsten being

“uncoordinated, spontaneous, unsolicited, and dipa(2009b: 9).

» Limited resourcesre classified by Tomasini and Van Wassenhoveauash,
capital, and infrastructure (2009b: 9-10). Therdilyman resources are
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characterised by “high turnover, heavy physical antbtional demands” as
well as a “limited pool of qualified and readilyfleyable personnel” (2009b:
9). Capital, on the other side, is also crucial mitecomes to emergency
logistics. Unfortunately field managers on the spa often challenged by
insufficient, delayed or cancelled funds. Thus dldjty, as well as good
credit terms for new suppliers, is an issue for aggms on the ground”
(Tomasini and Van Wassenhove 2009b: 9). Infrasrects necessary too
when it comes to logistical measures. Unfortunaielg normally damaged
as well as typically insufficient and from time tone literally inexistent

(Long and Wood 1995: 225). Tomasini and Van Wassealexplain this by

an extraordinary magnitude of demand that typiciiljuses on a relatively
small area (2009b: 10). A classical example oftlahiresources with regard
to infrastructure would be the necessity to uselanes in the immediate
after-phase of disasters as roads and harbours bmaympassable, non
utilizable or even destroyed (Bock 2006: 58).

In addition to Tomasini and Van Wassenhove, Auf iderde mentions two
other aspects of limited resources, namely theécifipity (e.g. satellite
communications, search & rescue units or field fialg) and their atypical
origin, the latter indicating that “resources irsaBters arrive from many
atypical sources...which...makes it difficult to telhat resources are present,
where they are, what they are doing” (1989: 63)thiat sense information
about resources is limited. This kind of limitatiaa of extraordinary
importance as there are situations where more ressware disposable than
needed, a fact that possibly leads to communicatod coordination
problems between aid agencies (Quarantelli 1983807&uoted in Auf der
Heide 1989: 104). Eventually a statement that @sfithe framework for
resource use comes from Wood et al. who state‘itndamine relief efforts,
first- and third-world logistics meet” (2002: 389).
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High uncertaintyis typical for management in catastrophes (LipOR722 17)
and consequently a major characteristic of humaaitanterventions. Supply
chains have to be set up at times when informatimh knowledge is scarce
(Long and Wood 1995; Tomasini and Van Wassenhov:2@37). This
uncertainty manifests itself in abrupt, but necesshanges of organizational
structures and responsibilities, the exigency trehasks and capacity, the
not-known number and spatial distribution of vokers as well as unclear
jurisdictional boundaries (Auf der Heide 1989: 5Bjkewise Beamon and
Kotleba call irregularity “in terms of size, timiagand locations]...]a
characteristic feature of demand patterns for fraems” (2006a: 187).
Similar findings come from Cassidy (2003: 16) andriy (2005; quoted in
Kovacs and Spens 2007: 100). Consequently we tatkutapush supply
chains in the aftermath of an emergency. Only latexs more information
and knowledge is available — the supply chain is &iapply a pull-approach
(Long and Wood 1995: 218).

Urgency The need for relief after or within a crisis isually urgent.
Consequently the intensity level is considerabghhimeasured by Tomasini
and Van Wassenhove as being “the number of tadbs éxecuted divided by

the product of time and available resources” (20Q9%.

Politicized environment Internationally active humanitarian actors must
respect national sovereignty and thus have to deth the national
government of the affected country. The resulthed ts humanitarian action
being “highly political throughout the supply chaifrom donations to
distribution in the field” and an environment in nsfh it is “quite difficult to
maintain and protect a so-called humanitarian spasehich humanitarians
can do their relief job independently from outsmtessures” (Tomasini and
Van Wassenhove 2009b: 10). Consequently it is a dhgllenge to

depoliticize humanitarian space (Tomasini and vas¥énhove 2004: 447).
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SpeedThe abovementioned urgency requires a very sbad time. Thus its
reduction is an important goal of humanitarian extés there are different
types of agencies with different organizationalustures the individual
response time varies. Kovacs and Spens staterthibhal chapters are thus
involved in the first wave of relief in the immetkaresponse phase]...Jwhile
agencies with no presence in the affected courgegliio wait to be officially
invited in order to enter the country” (Kovacs &ens 2009: 511). In this
matter aid agencies supposedly can learn a lot fsowate business due to
the latter's manifold experiences in supply chaperations (Tomasini and
Van Wassenhove 2009b: 11).

Characteristics of humanitarian supply chains anbiguous objectives, limited

resources, high uncertainty, urgency, politicizadimnment, and speed.

Figure 31: Characteristics of the Humanitarian Supgpy Chain

Additionally communicatioff is an important issue not mentioned above.

According to the crisis lifecycle there is a deytent from time-sensitive to

routine operations. McGuire speaks of a cycle “framlependent, simple,

effective standalone and paper-based (emergencgeptia public, complex,

efficient, integrated and electronic (developmehtage) communication and

information infrastructure” (2006: 135). Eventualiyalso has to be said that the

‘last-mile’ of relief is usually gone by local padrs of international NGOs.

Thomas and Kopczak state that “in most cases,titese partners closest to the

affected population and of the same culture thatide the relief services to the
affected populations” (2005: 4).

% “Exchange of information with a value statemerialg communication.” (Tomasini and Van
Wassenhove 2009b: 119)
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Situation Analysis

Following Auf der Heide a proper situation analysguires the elaboration of

present conditions, expected conditions and theaainpf expected conditions
(1989: 117-118).

Present conditionsre defined by Auf der Heide as important infororat
with regard to “location and severity of damagejsemg threats (fires,
explosions, chemical spills...); numbers, locatiobhgies, and severities
off...Jvictims” (1989: 117). Similarly Mayr arguesdh“essential information
include an estimation on the actual size of thasles, the number of affected
persons, their dispersion, data on the logistire$tructure and basic country
data” (Mayr 2006: 41).

Expected conditionare influenced by and estimated with help of fectike
“rate of fire spread; rate of river rise; seismiteeshocks;tsunami (tidal
wave) orseiche(earthquake-generated wave in a lake or otheedlbsdy of
water); hazardous spills due to earthquake; duradiothe incident; weather

influences; and downed power lines after stormsif(der Heide 1989: 118).

Impact of expected conditiang manifests itself in need for “evacuation
areas; public shelter and feedingeed for replacement personnel and
reinforcements; need for feeding, sleeping, andat#@n facilities; need for
fuel; and vehicle and equipment maintenance oraogphent” (Auf der Heide
1989: 118). The need for feeding, for instance;akulated by multiplying
the estimated number of nutrition-lacking personth specific ration sizes
which are based on “a) norms by WFP, b) logistieasons and c) reasons of
food aid history of the agency” (Feldbrigge 200%1)° In addition
humanitarian actors must respect the documentatmd labelling

requirements of recipient countries. Long and Wamghtion that “Ethiopia

% To avoid fraud even “non-nutrition related aspesttsh as possible selling of food rations are ihetl

into the determination of ration sizes” (Feldbri@@9®1: 142).
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required a certificate of nonradioactivity afteretiChernobyl incident.
Moslem nations sometimes require proof that cargeetm their religious
standards: no pork or alcohol in the shipment” 8t25). Thus an effective
crisis response “requires an understanding of gbrigarticularly the socio-

economics of affected communities” (Mayr 2006: 41).

Situation analysis identifies present conditiongpexted conditions and the

impact of expected conditions.

Figure 32: Situation Analysis

Resource Analysis

After the situation is assessed, this type of asisliakes place. In our example
mentioned above — the need for nutrition — the utaaan actors in question
now have to scrutinise food providers and conduotyrement. Based on the
calculated need — number of persons multiplied waitspecific ration size —
logistics personnel procures the goods and shg® tio the recipients. Thereby
it is important to know “what resources are presamd/or assigned, and what
resources are available” (Auf der Heide 1989: Hd8yvell as what packaging is

needed.

Packaging is of utmost importance in humanitaridnead stands foprotection
utility, and communication(Robeson and Copacino 1994: 444). Regarding
protection the World Food Programme (WFP) mentithes ability to mitigate
respectively eliminate the risk of climatic hazardhumidity, light,
temperature...), mechanical hazards (handling, teamspampling...), biological
hazards (insects, moulds, bacteria...) and otherrdazgpilferage, customer
appeal...) (2003; quoted in Mayr 2006: 51). Utilisyanother important function.
Goods whose proportions, weight and materials fithwinter alia, the
requirements of trucks, aeroplanes, warehousepaagle, directly benefit the
productivity and efficiency of logistical activise(WFP 2003; quoted in Mayr

2006: 51). The last function of packaging — comroation — provides the proper
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identification and counting of goods (via name,nakasize, colour or code) as
well as specific information regarding shipping atdring (WFP 2003; quoted
in Mayr 2006: 51).

Generally resource sources can be classified asowhe organisation, other
organisation¥, donors or - local, regional and international arkets (Mayr
2006: 46). In addition Mayr gives some insight itlie procurement strategy of

globally active aid agencies:

“Due to their international presence, larger hun@ai@n organisations do not
have a fully centralized or decentralized procumetnstrategy. They rather split
the procurement function according to the typeetief items.” (2006: 49)

This splitting according to relief items resultsfrequent centralized purchasing
of vehicles (plus fleet management and spare passntory) and office
materials due to economies of scale (Mayr 2006: #8greby the demand of
different projects is pooled in order to enhancegirtog power. A praxis example
of this strategy delivers the International Federatof Red Cross and Red
Crescent Societies, where one National Section dspansible for the
procurement of non-food items like vehicles for Mlember Societies (Mayr
2006: 50). Decentralised purchasing, on the otlardhis often applied when
food or other relief-specific needs are requirelderéfore goods and services are
usually faster at the end beneficiaries as wethase adapted to local needs, may
they be cultural or religious (Mayr 2006: 49). Euelly there is a trend towards
long lasting relationships as more and more framkvagreements and even
vendor-managed inventory projects are set up (MA96: 52). This is especially

valid for humanitarian actors and commercial sugpli

2" Resources can be bought, borrowed or leased friver dumanitarian actors (Mayr 2006: 46),
depending on the type of resource in question.
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Resource analysis identifies assigned and availeseurces as well as what
packaging is needed. Sources can be classifidtea®in organisation, other aid

organisations, donors or - local, regional andrimd@onal — markets.

Figure 33: Resource Analysis

Means of distribution

As one can imagine, the means of distribution imanitarian logistics are
manifold and include sea, air, rail and road. Tgpitansport methods include
vessels, aeroplanes, trains, trucks cars, mot@sydicycles and the like. In
mountainous regions there are often pack animaésl us transport goods
necessary (Long and Wood 1995: 225). In coastal Hodded regions
amphibious craft is used by aid agencies (Pettt Baresford 2009: 457). In
addition it is possible that immediately after aaditer the only transport method
is by air as roads and harbours may be impassable, utilizable or even
destroyed (Bock 2006: 58). Thereby we can distslyuetween transport via
own aeroplanes or helicopters - as the WFP doescharter, split charter and
combined shipment (Kummer 2006: 84). Likewise iinportant to use airplane
space efficiently as its capacities are limited yM2006: 61). Additionally it is
interesting to notice that containers are of mimoportance to humanitarian
logistics. Wood et al. trace this back “to the fdwt containers require special
infrastructure that is often not present/demolisimedisaster-affected countries”
(Wood et al. 2002; quoted in Mayr 2006: 52).

Personnel

Generally it has to be said that following a stymtgsented by Oloruntoba and
Gray only 45 out of 100 logisticians of humanitariarganizations have a
university degree or any other formal qualification areas like transport or
logistics (2003:4; quoted in McGuire 2006: 33). Hamty Pettit and Beresford

state that “the availability of trained logisticgperts to facilitate effective HA

responses is of paramount importance but thertaa a shortage of people who

have the relevant training” (2009: 459). In additidghere is a lack of
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organizational learning due to an emergency resgpensironment characterised
by high intensity, high employee turnover and parak crisis orientation
(Thomas and Kopczak 2005: 6). Thus Pettit and Ber@state that oftentimes
“the level of logistics expertise within aid agessiis low and those that are
employed operate some way down the organisatiamattare” (2009: 459).
Furthermore there may be a difference between J|argaally globally operative
aid agencies and small, predominantly local ondseMas actors like the World
Health Organization (WHO), the military or the R€doss and Red Crescent
Societies have a lot of logistics staff or evegdtics department, small NGOs
often do not even have personnel exclusively déelicto logistics (Bock 2006:
18).

Critical success factors

The framework of critical success factors (CSF)oidained from Pettit and
Beresford (2009: 453-462). These researchers dkfisteategic planning,
inventory management, transport and capacity pteni information
management and technology utilisation, human resoumanagement,
continuous improvement and collaboration and suppbin strategy as essential

for a well-conducted emergency operation. These &8mow briefly presented.

« Strategic planningA successful humanitarian aid operation in evaspect
requires strategic planning. Thereby it must bg{term oriented and located
at the highest level of an organisation, namelyosananagement (Pettit and
Beresford 2009: 453). Following Pettit and Beredfatrategic planning
should include “corporate strategy (e.g. transpod warehousing), location
of distribution centers (e.g. centralised or logedi), outsourcing of non-core
activities, the size of the business and budgetgjieng capital, deployment
of resources and the effective use of the orgaarsaskills” (2009: 455). In
addition they state that “the strategic sourcind aentralised purchasing of

aid will also be fundamental to successful deliV¢Rp09: 455).
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Inventory managementUrgency is what makes humanitarian inventory
management special. “The time values of commod#resmuch greater than
the inventory carrying costs” (Long and Wood 19981). Thus the concept
of pre-positioning is of utmost importance and haitsian depots are often
set up near areas where crises regularly occutit(&ed Beresford 2009: 456;
Balcik and Beamon 2008; quoted in Kovacs and Sp&a8: 509%°. These
strategically located warehouses reduce lead titwsually - the UN
Humanitarian Resource Depot Network being an exempt humanitarian
actors run their own networks (Roh et al. 2008;tgdan Pettit and Beresford
2009: 456) and thus cause a certain duplicaticeffofts.

Transport and capacity planningddresses means of distribution, “utilisation
of capacity, scheduling, and maintenance in suatugistances” (Pettit and
Beresford 2009: 457). In addition the mapping afidtical infrastructure is
very important. Kovacs and Spens even mention dinstcuction of transport
infrastructure as part of disaster relief and fig&d constructions by UNJLC
in South Sudan as example (2009: 509).

Information management and technology utilisati@ame essential to
humanitarian aid. Following Long information systerare “arguably the
single most important factor in determining the cass of an emergency
logistical operation” (1997: 27-28). An exampleaotiecision support system
would be the International Food Aid Information &ys developed by the
WFP that “tracks movements of food aid, includinigim, destination and
stockpiles, traffic lanes, and logistical infrastiwre used” (Long and Wood
1995: 217).

Human resource managemastanother topic of extraordinary importance. It

tackles the problems elaborated above (in the paedosection) by goal-

% Thus “in a multi-echelon supply network the invamtcontrol policy of the most downstream stock
needs to be given the greatest attention as itrgsethe demand signal for the supply networkaaryd
distortion will adversely affect all of its upstraaiers” (McGuire 2006: 153).
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oriented qualification schemes for employees. Furttore it lays the
institutional foundations for knowledge sharing pérsonnel and thus

organizational learning.

« Continuous improvement and collaboratideals with issues like intra- and
interorganizational cooperation or organization&arhing. In general,
“disasters often create the need for different oizgions to share resources
(personnel, vehicles, equipment, supplies, anditias)’ (Auf der Heide
1989: 63) and knowledge. It is an integral partpobl sharing and thus
elaborated in chapter four.

* Supply chain strateggonstitutes the conceptual framework of humaratari
logistics and is the advocate of the other critsatcess factors described
above. In today’s literature researchers demanoep supply chain strategy
to be consumer-oriented, agile and lean (PettitBerésford 2009: 462).

At the end of the subchaptéteneral Structure— after we have defined
humanitarian logistics, and described its char&ties and analysed its activities
- it has to be mentioned that this holistic viewladistics is still new. It was not
until recently that aid agencies’ view of logisticentred on procurement.
Chomilier, Samii and Van Wassenhove state:

“Traditionally IFRC's logistics and resource madaiiion unit's activities were
centred on the purchasing function. Over recentsydaowever, the role of the
unit expanded to include all relevant supply chetivities from planning and
warehouse management to training and reportingd3205).

What remains, though, is insufficient coordinatiand cooperation between
humanitarian actors. This problem is addresseblarfdllowing subchapter 3.5.2.

- The fundamental problem of humanitarian logistics
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3.5.2.The Fundamental Problem of Humanitarian Logistics

As it is today, humanitarian logistics will be amportant topic in the future.
Thereby the big challenge is to close the gap bstwemorrow’s crisis
requirements — following Thomas and Kopczak “bottunal and man-made
disasters are expected to increase another figdedoer the next fifty years”
(2005: 1) — and a state of humanitarian logistineg tesearchers compare to the
commercial counterpart in the midst of the 1980skK&d 2003: 9; Thomas and
Kopczak 2005: 7; Van Wassenhove 2005: 476). Thisgiahe thesis elaborates
why the assumption that humanitarian actors ar@e@tive by definition does
not hold ground (®dn Wassenhove 2005: 483)jgnificantly are two statements

of McGuire and Long and Wood:

“Generally, a striking gap can be noted betweed@tec literature, which rarely
considers supply chain management of humanitarissistance goods and
humanitarian organizations, which rarely considemmercial supply chain
management concepts which are well establishedaddeanic literature.” (2006:
11)

“Ironically, interorganizational relations are uBlyaa challenge to the relief
effort instead of a source of support. Each orgdion has its own operating
methods and goals, and it is only with great efflogtt they coordinate their plans
and share resources.” (1995: 216)

This subchapter deals with problems of humanitaaietors — such as NGOs or
the UN — to coordinate and cooperate in crisisefelit starts with the lack of

supply chain thinking in the humanitarian world ahescribes the coordination
and cooperation problems on a general level (3p.Zhen in 3.5.2.2 the origins
of this situation are elaborated. Section 3.5.2lBoWws with diverse country

examples that should illustrate the abovementigamretllems on a practical level.
The subchapter closes with a presentation of redevelopments in this matter
(3.5.2.4) and thus constitutes the optimal transfethe pool sharing concept in

chapter four.
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3.5.2.1. An Organizational Coordination and Cooperation Rnob

As indicated in the statement of McGuire today'smiamitarian actors lack
supply chain thinking. Private business alreadyveoed logistics“from a
peripheral to a strategic” function (Thomas and &gk 2005: 6). Hence Pettit
and Beresford — based on Power et al. 2003 — atguémllaboratior® is seen
as being a key differentiator in supply chain bpsictice and in achieving
integration and efficiency in logistics network€009: 461). Ators in aid — on
the other side- usually lack a certain holistic and continuouspiovement
perspective to fulfil end customet’slemand (Power et al. 2001; quoted in Pettit
and Beresford 2009: 460). Consequently researchhomas and Kopczak has
evidenced the common assumption that only a vemyitdd number of
humanitarian agencies use the abovementioned agpplioaorder to conduct
outstanding logistical operations (2005: 1). Tlsiespecially true with regard to
information technology as aid agencies still retyalot of manual processes in
their logistical operations (Thomas and Kopczak®2@). Thomas and Kopczak

State:

“The inability of IT staff at headquarters to unstand the imperatives of the
field, the primacy of financial managers in dearsioabout software used in
organizations, and the need to keep networks seameréhe main reasons that
humanitarian logisticians cite as the cause oftbe evolution of IT.” (2005: 6)

Similarly argues Gustavsson who mentions that “J¢etlg capital[...]has been
invested in the development and implementation ajdenmn management
information systems (MIS), information technology)(or logistics systems”
(2003: 7). Furthermore — as mentioned in 3.4 -im@anitarian sector lacks any
industry standard with regard to IT, a fact that mmoly tackles the own
organization, but also cooperation with other actor the field (Gustavsson
2003: 7). This all leads to a type of cooperativet tmanifests itself only after a
crisis unfolds (Pettit and Beresford 2009: 461).

29 Collaboration is a synonym for cooperation.
%9 In humanitarian logistics this end consumer isallgicalled end beneficiary.
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Hence we can state that there is a coordinationcaongeration problem in the
humanitarian world. As we know, best practicesha private sector have not
made their way into the humanitarian one. Now itlddoe of interest how these
problems manifest themselves. They do this in & &ddoint information, joint
logistics training, joint media relations, jointsessment as well as joint use of
space in aeroplanes or trucks, and joint personmeimasini and Van
Wassenhove, for instance, conducted a study ane ¢anthe conclusion that
“there is a lack of peer collaboration to jointlgdress the media” (2009b: 108)
as well as no information sharing regarding cargosolidation (2009b: 126).
Thus aid agencies often miss important economiesak as they use less-than-
truckload capacityStephenson explains this by the observation tretnvolved
actors show de-central structures and usually @verdby the fierce desire to be
independent of other agencies (2005; quoted inUdtoba and Gray 2009: 496).
What is also characteristic is the occurrence dividual attempts to get through
customs clearance, a phenomenon recorded by KoavadsSpens in Ghana
(2009: 518). With regard to the lack of joint asseent Auf der Heide states:

“When assessment of the disaster situation isemhrout, it is generally done
independently by a number of individual organizasioOften each agency limits
its assessment to those observations of directecoiesice to that particular
organization. In many cases, the information ola@irby these individual
organizations is not shared or pooled.” (1989: 63)

Similar to Wenger, Quarantelli and Dynes (1986:334-Auf der Heide reports

about the outcome of these coordination failures:

“Without this coordination, resources may not barsld or distributed according
to need. Disaster-related activities, such as bkeand rescue, traffic control,

medical care, and transportation of casualties, beygarried out in a loosely
structured, spontaneous manner, with insufficiesmunication and control.

The result can be duplication of efforts, omissainessential tasks, and even
counterproductive activity.” (1989:74)

Proper planning and conduction of emergency regsomisus needs an inter-

organizational perspective that is “tied to researand is known and accepted
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by the participants” (Auf der Heide 1989: 35). lBwling Auf der Heide a
systems perspective is required (1989: 39). A prestte for this approach with
manifold names (inter-organizational-, systems- saungbly chain perspective) is
inter-actor communication. Thereby the focus is lboth communication
hardware and communication procedures (Auf der &€i@89: 64). Ideally
“persons having information]...]know who needs it[.o{fto get it there[...]Juse

mutually understood terminology” (Auf der Heide 2984).

Humanitarian actors lack supply chain thought amactce. But emergenagy

responses need an inter-organizational perspective.

Figure 34: Lack of Supply Chain Thought and Practie

3.5.2.2. Origins

After this general description of coordination acmbperation problems it is
opportune to state some reasons behind them, tlet mmportant being the
characteristics of humanitarian supply chains. They the reason behind an
“industry” that is fragmented and characterised doy extraordinarily high
number of unclear linkages between actors (Kovaw$ &pens 2007: 107).

Kovacs and Spens put it like that:

“Yet the mere knowledge of which other humanitaraganizations are present
in a region poses a challenge to humanitarian tio@ss. Regional maps of
organizational presence have been developed fala@went aid, but who will
respond to a particular sudden-onset disastesssdear]...]Relating back to the
phases of disaster relief, the question in the mita@an aid supply network is
not only which other organizations are presentabad in which of the phases of
relief they are present.” (2009: 512)

It seems that because of the ubiquitous uncertaimtyunpredictability of crises,
the resulting high employee-turnover ratedew organizational learning, the
lack of regulation (services, IT) and the use ofaete working methods (e.g.

certain manual processes) humanitarian agenciesotevork as efficient and

31 Regarding logistics field personnel Thomas andd¢ag speak of up to 80% (2005: 6).
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effective as possible (Thomas and Kopczak 200501h)er reasons may be time
pressure — often resulting in congestions of hubw +hadequate competitive
behaviour — frequently the trigger of commodity as®tvice price rises in the
affected region (Thomas 2003: 6). Besides thesdaimental challenges there

are also home-grown failures:

“At their creation, the UN agencies lacked an affecmechanism to foster inter-
agency dialogue or help coordinate operationsaltaie a mechanism that could
break down the silos that existed in field operatioCoordination, as such,
became an orphan issue in the humanitarian syskesaing to substantial
inefficiencies, including the wasteful duplicatioh efforts.” (Tomasini and Van
Wassenhove 2009b: 66)

In addition necessary homework with regard to cemantarities is not done
within the humanitarian sector. Even if today’s agkncies are aware of the fact
that project A influences project B, “much costad#that would be needed for
valuing trade-offs between several potential prgjees not collected”
(Feldbriigge 2001: 84). Eventually these fundameataistraints have found
their expression in the manifold logistics practicef humanitarian actors.
Already in the 1980s aid agencies have developed thwn frameworks,
manuals and software (Beamon and Kotleba 20069: E&&mples would be the
Pan American Health Organizatiotdymanitarian Supply Management and
Logistics in the Health Secforand Médecins Sans Frontierdsrdight and
Transport Management, Logistic Guidelimgth a focus on the cold chain; and
Warehouse and Stock Management, Logistic Guid&itie a focus on storage)
(Beamon and Kotleba 2006a: 188-189). All these wdr&ve their merits — but
they are rather organization-specific and thus géwvgust the second-best

solution for the end beneficiaries.

=)

The fundamental characteristics of humanitarianistoxy and home-grow

failures of aid agencies lead to emergency respotisd are not effective and

efficient as possible.

Figure 35: Origins of the Fundamental Coordinationand Cooperation Problem
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3.5.2.3. Country Examples

This section now introduces some country examplégreby the ones of the
Central African Republic (CAR), Mozambique and Alwill be very brief and
presented in statements. The description of thed Z¥)an Tsunami emergency
response, on the other side, will be elaboratedare, but reasonable detail. The
main cause for the latter is on the one side thattsunami was a disaster of
extraordinary magnitude that even aggravated coatidin and cooperation
problems of actors and - on the other side — ting geod documentation of the
relief efforts by researchers as Fritz Institute0®2a), Mashni et al. (2005), Van
Wassenhove (2005), Trunick (2005), Lipok (2007) Bedry (2007).

Central African Republic
The drought in the Central African Republic waseatty mentioned in

subchapter 3.4.2.4. Lanzer, a senior UN officiaChR, reports:

“By the first quarter of 2008, aid agencies hadriedrout some 200 different
assessments in the northwest and northeast obtherg. A mass of information
existed, but much of it was disconnected or diffi¢a process. There was no
database or baseline to speak of, and the govettsmaility to monitor the
situation — for example, via disease surveillangstesns — was very weak.”
(2008: 109)

Mozambique
For the emergency response in Mozambique’s 1998liihy Feldbriigge stated
in his 2001 dissertatiorEconomics of emergency relief management in

developing countries

“For example, one staff member felt uncomfortabihwnclear orders of how to
distribute the food aid and delayed its provisidnmajor information problem

stated was the missing clarity on distribution gaares and registration of
beneficiaries.” (2001: 123)
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Angola

Angola’'s 1998 drought emergency response showedrdic@dion and
cooperation problems of two of the world’s biggkestanitarian actors, namely
the World Food Programme (WFP) and the DeutschdahiMegerhilfe (DWHH)
or German Agro Action. The decision-basis and dewciprocedures regarding
the granting of nutrition relief considerably diféel and led to a situation where
the nutrition-provider (WFP) decided not to gragitef as immediate needs were

questionable. Feldbriigge reports:

“In the case of the drought relief, the relief aggs®” information — derived from
experience, personal communication with local keyormants and direct
observation — differed from the formalised informatcollection by WFP and
did not meet their information needs. On the otmend, WFP’s procedures of
data collection (random sampling) were not well ommicated to the
emergency agency.” (2001: 143)

Consequently the WFP denied supply, a fact thatisleBeldbriigge to the

following consideration:

“If it is assumed that the drought had a major itiatral impact, then the costs of
not collecting data (in the specified and requeshaon) consisted in the

consequences of non-delivery of food aid by WFB®WHH. The costs would

then include the impact of acute under-provisiorfaafd, probably even acute
malnutrition, in particular of children, and poteatly the increased child

mortality. These costs][...]Jcould potentially be vérngh and their integration

could greatly change a decision]....]|WFP took thepsuisus side of a principal

that seeks control.” (2001: 144-145)

2004 South-East-Asian Tsunami

Due to the sheer magnitude of the natural disastardination problems were
more obviously evidenced. Needs assessment andipgarfor instance, were
insufficient — a fact that hindered a proper emecgeresponse (Fritz Institute:
2005b; quoted in Pettit and Beresford 2009: 455e8erd and Pettit: 2005:
329). Pettit and Beresford, for example, speak adn$iderable inter-agency

‘squabbling™ in the immediate post-disaster phd2009: 461). A possible

32 DWHH or German Agro Action
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reason behind these coordination problems mighhéerganizational structure
of humanitarian actors. Many of them are organisea multi-country network.
Thus first coordination efforts are geared towatdsown network rather than

towards other actors on the scene. Perry reports:

“Owing mainly to the magnitude of the tsunami damagd relief requirements,
some of the responding organizations experienceadital delay in involvement
in the relief effort while they obtained informatio determined priorities,
negotiated with global parts of their networks antained appropriate
supplies.[...]JFollowing such initial delays, it is grent that poor coordination
amongst different parties was a major obstaclenduthe tsunami disaster.”
(2007: 421)

An additional observation comes from Thomas andd£afg who revealed in
their survey of big humanitarian organizations that42% of the cases no
logistician was part of the needs assessment teanthat this lack of logistical
perspectives results in situations where “somédeflogistics bottlenecks are not
anticipated and planned for causing unnecessargysidh delivering relief”
(2005: 5).Another finding of this study is the lack of skdléogistics personnel

in the emergency response triggered by the 20@visu Thomas and Kopczak:

“Also, as the operations of international humaimarorganizations expand to
simultaneously include multiple geographies, orgations are struggling to find
people who can manage the complex supply chainel@f. For example, in
order to effectively respond to the Tsunami, 88%aofe aid agencies surveyed
had to pull their most qualified staff from the @ty humanitarian operations in
Darfur.” (2005: 5)

In 42% of the cases no logistician was part of thelsessessment team. 88% of
aid agencies had ttemporarily withdraw senior logisticians from onggi

missions in Sudan in order to meet demands.

Figure 36: Tsunami Crisis Relief: Lack of LogisticsExpertise

The abovementioned lack of logistics personnel eskl's a quantitative
problem. As the 2004 South-East-Asian tsunami wasextraordinarily big

disaster, one might speak of a temporary problgherahan of a constant one.
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Anyway, other findings of Thomas and Kopczak’'s gtade qualitative ones and
thus hold true for every crisis response. Regardimg use of software in
operations they report that only 26% of the respundrganizations used
tracking and tracing programs, whereas the big ntgjstill worked with Excel

spreadsheets and/or manual records (2003: Shother qualitative problem is a
general lack of sense of coordination and cooperatrollowing Thomas and
Kopczak “just over half the logisticians (56%) regea working with other

agencies in setting up their supply chains” (2080)6:Thereby the roots of this
problem can be found long before an actual reliébore In this so-called

preparedness phase the tendency of humanitariarsdotwork on their own is

even stronger. Thomas and Kopczak state:

“For example, we found that several of them wernmkihg of deploying a
regional warehouse structure for faster responsencitientally, three were
actually talking with warehouse providers in thensacity. Similarly, two others
had commissioned expensive analyses to selecetarflanagement system and
three were wrestling with the idea of a traininggram for field logisticians.
None knew that their counterparts had the samectogs and, therefore, there
was little collaboration or resource sharing.” (200)

Only 56% of the logisticians involved in the Tsunaesponse worked together

with other organizations’ crew. Only 26% use tragk& tracing programs.

Figure 37: Tsunami Crisis Relief: Lack of Cooperatbn and Use of Technology

In certain places of the tsunami relief effort theshaviour even culminated in a
veritable chaos. An example would be Sumatra, whHaretoo many actors
intended to start operations. The result of thak laf regulation of both the
Indonesian government and the UN was ensued ch&os \(Vassenhove 2005:
486). Information dissemination was a problem, esly in the severely

affected province of Banda Aceh. Hubs were blocladearehouse space

% Thomas and Kopczak also speak of 58% of resposdeating thatthey received accurate and timely
information of what was in the pipeline”, but dotrmreveal the allocation between T&T software users
and ‘old-school’ users (2005: 6).
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occupied by the false goods and the like. In agiditmany efforts were
undertaken twice like the needs assessment foeeaifgpregion (Lipok 2007:
78). On the other side, Perry speaks of “incomiggnaies arriving at ‘hotspot’
locations across Southeast Asia were basing thatrali assessments on
uninformed guesses” (2007: 421). It is likely tbeganizations found themselves
in a situation with manifold needs assessmentseigion A, but not even one for
region B. Eventually one very positive aspect of tielief efforts should be
mentioned, namely the quick setting up of intefmeted communication

structures. Pettit and Beresford state:

“During the early stages of the Asian Tsunami resgo 83 percent of
organisations communicated by cellular or satepitene and it was not until a
week into the crisis that 50 percent were usingad-systems”. (2009: 459)

3.5.2.4. The Way to Pool Sharing

As research has shown the cooperation of diffédnentanitarian actors — on the
executive as well as one the field level - is ahos$t importance for proper
emergency relief (Kovacs and Spens 2007: 109; Kowaaa Spens 2009: 512).
Anyway, as our examples in this subchapter havealed, the degree of actual
cooperation is low. The characteristics of humaiate logistics and some
historical origins may be the case for this. Bigeach also shows a tendency
towards management improvement and professionalizavrhich constitute a
basis for working together. Lewis, for instancdaeties development NGOs a
strong interest “to improve management practicesth bavithin their
agencies|...]and in the relationships which they perwith other development
actors” (2007: 23). Similar findings come from Mashkt al. who showed strong
collaboration intentions of well-known NGOs in thenulti-agency reports
(2005; quoted in Perry 2007: 415). Manifestatioristreese intentions were
recorded by Appel who reports that there is a trienthe British NGO sector to
strategically cooperate with each other respegtiwglh government institutions
and companies (2009: 114). Tomasini and Van Wassenbhome to the same

conclusion and add supply chain management aspbastice to achieve high
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performance in humanitarian logistics (2009b: 1holihg resources is an
important aspect of this supply chain perspectMso in that sense, research
records agency initiatives “to pool resources, pnévoperational overlap and
boost efficiency” (Fenton 2003: 24). A minor stepvards this goal would be,
for example, the joint use of UN warehouses by Ubanizations, NGOs and
other humanitarian actors in Ghana (Kovacs and $SpéA9: 518). A major step
in this direction may be ‘transport asset coordintaplatforms’ like the United

Nations Joint Logistics Centre (UNJLC) (Oloruntobad Gray 2009: 496),

further elaborated in chapter four.

Regarding the handbooks mentioned in the origistae it can be argued that
major institutions like the PAHO and the UNDP nowvskafor more
standardization, a situation that has led to moraprehensive publications like
Davis and LambertEngineering in Emergencies, A Practical Guide feli&¥
Workers (2002), and the Office of United States Foreigrsa3ter Assistance
(OFDAJ/AID)’ Field Operations Guide for Disaster Assessments Ragponse
(Beamon and Kotleba 2006a: 189). In addition mimmstandards have been

developed by Sphere Project and Humanitarian Liogigtssociation (HLA).

There is a tendency towards management improvearahiprofessionalizatio

=}

which constitutes a basis for working together. lidgoresources is an important

aspect of this perspective.

Figure 38: Recent Developments in Humanitarian Logitics

At the beginning we have outlined that the statehafnanitarian logistics
resemblances the state of commercial logisticshen 1980s. Thus it could be
possible that the humanitarian sector will undeitgm same changes the private
sector has experienced: more cooperation, moreowgisg, and more
concentration on core competencies. Whereas ttez tato are not addressed by
this thesis, cooperation is its heart and furthib@ated in the following
chapters. The next chapter is about pool sharivg sharing of capacity in any

form like information, personnel, equipment and like.
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4. Pool Sharing

This constitutes an attempt to define pool shaohgivil actors. Thereby it is
important to state that with ‘civil' neither privat (business) nor public
(government/military) actors are included. It iled ‘attempt’ as basically there

IS no common definition of it yet.

When we talk about humanitarian actors in the rad&i of this thesis always

civil actors are meant. The same is valid for pglaring — only pool sharing of

civil actors is addressed in the following chapters

Figure 39: Limitation on Pool Sharing of Civil Actors

Pool sharing addresses the influence sphere ofgamization and belongs to the
general term cooperation which delineates a “joogeration or action”
(Princeton University 2009) Cooperation usually involves the sharing of
capacity like information, human resources, inventspace, distribution, and
relief goods and equipment. The term pool sharimgukl fulfil two purposes.
On the one side it indicates a form of cooperatirere capacity is always
shared in some form and on the other side the wawdl' stands for capacity

that is available to all members of that pool.

Pool sharing is the capability of pool membershars capacity in any form like
information, human resources, inventory spacetidigion, and relief goods and

equipment.

Figure 40: Definition of Pool Sharing

This should guarantee a distinction to cooperatiogeneral. Whereas actions
like joint fundraising or joint training centresrfstaff belong to cooperation, they
do not directly constitute pool sharing. Pool shgrirather provides the

fundamental structure on which these activities lmsed upon. In our case of

3 Another definition would be: “Collaboration is wh&nowledge is equally shared and the parties are
able to align their incentives to produce actiqiiémasini and Van Wassenhove 2009b: 120) As
mentioned before collaboration is a synonym forpeoation.
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joint training centres it is the shared capacitynédrmation, personnel and space
that constitutes the basis for joint action. Neveldss, when we speak of pool
sharing these activities will always be mentionsdheey constitute this concept’s
outcome. Scrutinising pool sharing from an entrepueial perspective it could

be seen a process rather than a product innovation.

Pool sharing can be seen as process innovatiomsahé fundamental structure

on which joint activities are based.

Figure 41: Pool Sharing as Process Innovation

Up-to-now this topic is scarcely researched andchéamo works exist about a
specific type of pool sharing like a relief goodsop or an equipment pool.
Consequently there is hardly any information alsygtem specifics, standards
or a pool regulator. Similarly this thesis follows explanatory approach to pool
sharing. In 4.1 thoughts about and types of codiperas well as pool sharing
approaches with regard to information, human resEsjr inventory space,
distribution, and relief goods and equipment aresented. In 4.2 practical
examples of institutions that apply the pool stgoncept — namely the United
Nations Office for the Coordination of Humanitariaffairs (OCHA), the United
Nations Joint Logistics Centre (UNJLC) and the Huaitaian Logistics
Association (HLA) - are introduced to the readeneTremaining chapters deal
with pool sharing on a very general basis. Sub@&rapB deals with the costs and
4.4 with the benefits of pool sharing. The lattex eategorised into decrease of
costs, decrease of risk, increase of service leuvad, increase of income. 4.5
names obstacles to pool sharing that fall into gmies like donor orientation,

competition, organizational culture, and lack eatgic thinking.

4.1.Pool Sharing of Civil Actors

The subchapter deals with thoughts on cooperatdrfige areas of pool sharing

that mirror the types of capacity mentioned abavi@rmation, human resources,

inventory space, distribution, and relief goods aadipment. Thereby general
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thoughts are subdivided into the sections Why dgawizations cooperate?,

levels of cooperation, and fundamentals of a pbatiag relationship.

4.1.1.Why do Organizations Cooperate?

Cooperation - joint operation or action (Princetdmiversity 2009) — stems out
of a certain relationship between actors. Befoffenohg this relationship (section
fundamentals of a pool sharing relationship is opportune to explain the
reasons behind cooperation, namely interdependesnpply chain management
and donor requirements. Interdependence is a veppritant issue. It denotes
that humanitarian actors are dependent on othetls rggard to capacity or

specialisation. McGuire states with regard to cax@mergencies:

“Finally, the scope of many complex political ememgies clearly exceeds the
capacity, resources and expertise of any singleahnitarian organization. The
increasing complexity of humanitarian assistancd daveloped technologies
encourages specialization by humanitarian organizsion certain services. This
in turn requires coordination and cooperation witlther humanitarian

organizations to provide people in need with thellrange of required goods
and services.” (2006: 27)

Capacity problems have their origins in the evereasing number of crises. At
the end of September 2009, for instance, three laequral disasters occurred in

South East Asia within a couple of d&ysThomas and Kopczak state:

“Two main external factors impinge on the growthdamwperations of
international humanitarian relief organizationgsgithe number of disasters and
the number of simultaneous operations around theldware increasing,
stretching the existing resources of the humaaitacgommunity. It is clear that
the sector as a whole has to find ways to become mifdicient in order to be
able to respond to the needs of ever-increasingorsrof people.” (2005: 4)

The World Food Programme (WFP), for example, detegdistribution often to
other UN organizations, NGOs or government insong (Mayr 2006: 38). The

other factor that creates interdependence is dgatian. Due to their origins

% A typhoon hit the Philippines, a tsunami the islafi Samoa and an earthquake hit Indonesia (Sumatra
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humanitarian actors are usually specialised infédént types of disasters, relief
phases, or items they deliver” (Kovacs and Sperd:2619). The WFP, for
instance, is specialized in providing nutrition,emdas Medicines Sans Frontieres
have their core competence in providing basic heate services and goods.
Similarly within the International Federation of diR€ross and Red Crescent
Societies (IFRC) there are member societies spsethin specific areas. The
Austrian Red Cross, for example, in internationgbster relief regularly deals
with water & sanitation, telecommunications andrslea rescue (Lipok 2007:
47). Within the IFRC these special tasks are stalskzd and thus a Finnish field
hospital fits with an Austrian drinking water pucition station
(Osterreichisches Rotes Kreuz 2005; quoted in Li@B07: 54). These
specialisations may lead to a situation of ‘segaémtterdependence’ in which
one agency’s capacity to fulfil its assigned missii@pends on another agency’s
execution of a prior mission (Drabek 1986: 178;tqdan Auf der Heide 1989:
123).

The next influence factor of humanitarian cooperatiis supply chain
management. As already mentioned in 3General structure of humanitarian
logistics today’s state of humanitarian logistics showsafkals with the one of

commercial logistics 20 years ago. Parker states:

“Increasingly a world with fewer boundaries callsr forganizations able to
transcend vertical and horizontal boundaries ardterhybrids that are both cost
effective and responsible to local, regional, ddmgsnternational and global
communities of interest.” (Parker 1998: x; quoted.ewis 2007: 132)

These fewer boundaries combined with a higher nurobbecrises and NGOs
“have highlighted the need for NGOs to coordinatereneffectively with each
other” (Lewis 2007: 183). The supply chain perspectis likely to get

momentum in present times. Managers of humanitapi@ganizations thereby

study authors like Bowersox, Closs and Cooper waites
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“Supply chain management consists of firms collabog to leverage strategic
positioning and to improve operating efficiency.r FEach firm involved, the
supply chain relationship reflects a strategic cagi(2007: 4)

The supply chain perspective increases the pressuagd agencies to cooperate.

Oxfam’s former head of logistics, Donald Chaikitatss:

“Even in unexpected emergencies, Oxfam can acticlseter flights within 24
hours and get emergency equipment from its warehoesar Oxford to any
location within 2-3 days. If necessary, howeveyldagencies make use of the
prepositioning units of WFP, IFRC and World Visidor example?” (2003: 10)

Chaikin describes the fundamental idea behind cadip@ in a supply chain
sense: You can share investment costs and operatstg, thus decrease the cost
of each NGO while enhancing the response’s seteioel. This new paradigm
also has influenced the third influence factor, @laequirements. Several supply
chain studie¥ have convinced donors of encouraging aid agericiesoperate.

Thomas and Kopczak report:

“Further, donors are becoming less tolerant of obwiand expensive duplication
of effort and are strongly encouraging aid agenéiesollaborate around the

creation of common services. As a consequenceggadcies have become more
aware of the need to strategically use their ressut (2005: 4)

The importance of donor requirements is furtherwshon chapter five,

Conclusion and outlook

Cooperation is triggered by interdependence, sumgblgin management and

donor requirements.

Figure 42: Triggers of Cooperation

% Tomasini and Van Wassenhove, for example, repattin disaster relief “significant amounts of time
and resources (sometimes up to 95%) are wastethgvéir goods to arrive on the scene (at customs, i
warehouses, etc.)” (2009b: 49).
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4.1.2.Levels of Cooperation

The now presented classification scheme was crdatddoch and helps us to
understand which benefits organizations addreds eabperation. Koch defined

three levels of cooperation (2009: 130):

* Level 1 cooperation is characterised by high seledienefits for individual
NGOs, but not for the target group (end benefiegti A classic example of
this level would be cooperation that aims at thedfag supply constraint like
joint fundraising via websites, joint project prgats or joint appeal for
funding by mechanisms like the United Nations Carfimergency Response
Fund (CERF). Another example would be joint bargejnrespectively
purchasing where negotiations/orders are conduoteseveral humanitarian

actors from a common body.

* Level 2 cooperation stands for general benefitdb@ih individual NGOs and
the target group. It usually aims at operationadliqy like joint training
centres for staff or a mutual quality control systeKoch describes an
example where “organizations that provide trainiagndividuals may lose
them to other organizations, but quality rises agnalhthe organizations as a
group, not just for their own” (2009: 130)

* Level 3 cooperation delineates high benefits fer tdrget group, but not for
the individual NGOs. Activities like the coordinarti of regional and thematic
priorities fall into this level. Following Koch “dse types of activities are
good for the target group because the overlap ltwarganizations is

reduced and resources are more equitably distdb(@909: 130).

3" Following Koch and Van der Laan a vast majorit9%§ of 47 questioned NGOs “claim to benefit
from personnel that previously worked for anoth€&®and now work for them” (2007: 8).
Consequently it is likely that the dynamics of jdirmining would reinforce cooperation as processes
enhanced by the capabilities of more than one siagjanization. Nevertheless, only 19% of Koch and
Van der Laans’ sample conducted joint training 2C%).
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In his workWhere Do You Get Your Orphans? The Clustering oDBI@ the
Arusha Region, Tanzani&an Laan conducted a survey of 47 structured
interviews with local NGOs in the Arusha regionTanzania. Thereby 69% of
respondents state to cooperate on level 1, 57%\a@it 2 and only 9% on level 3
(2007: 39). These facts and the levels of coopmrati general will be reviewed
in 4.5.2 Competition As we will see the degree of agency concentraitioa

specific area constitutes an important influenctdia

4.1.3.Fundamentals of a Pool Sharing Relationship

Following the author of this thesis pool sharingharacterised by the sharing of
risk, the free exchange of information and processgration. Thereby these
characteristics are obtained from literature ortngaships. Lewis, for instance,
defines risk sharing and free information exchabpeggveen cooperating partners
as prerequisites for efficiency, innovation andatirgty as well as for learning
within the partnership (2007: 185-186). In additiBattit and Beresford - who
state continuous improvement and collaboration astiaal success factor of the
humanitarian aid supply chain - define successfoperation to be characterised
by “a vested interest in sharing benefits and ctstsugh process integration”
(2009: 461-462). Process integration is at thethefaa pool sharing relationship
as capacity is shared. In the ideal case orgaaizdti- which has more inventory
capacity than needed, but that lacks air assetsl -oeganization B - which has
more air assets than needed, but is in need ohiamecapacity - come together
to create a pool. Hence pool partner A is ablesi® air assets from B and B is
able to use inventory capacity from A. The poolrsitpagreement thereby has to
include the number and characteristics of resouasewell as the processes by
which resources are transferred from resource-ayvipartners to resource-
inquiring partners. Herborg, for instance, who elabed similar thoughts for
crisis management (2001: 27), names heuristicsdlilatest path algorithms as

resource allocation procedure (2001: 96).
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In addition a pool sharing relationship can be terapy — e.g. the first 3-9
months after a crisis occurs — or stable. Todagal gharing relationships like
the OCHA’s Humanitarian Information Centres (HI@)dahe UNJLC are rather
temporary. Others — like the Humanitarian Logis#issociation — have a longer

time horizon. All these examples are further elabext in the next subchapter.

Pool sharing is characterised by the sharing df, rike free exchange of

information, and process integration.

Figure 43: Fundamentals of a Pool Sharing Relatiortnsp

Based on these fundamental requirements — shafintplg free exchange of
information and process integration — pool sharelgtionships are characterised
by a part-standardized organizational structuras Thought is obtained from
Auf der Heide’'sDisaster Response, Principles of Preparation andr@mation
which deals with the needs of public disaster feltas thus analogously seen as
essential for pool sharing by the author of thissth. Following Auf der Heide
“the organizational structure must be adaptable vade variety of emergencies
(i.e., fire, flood, earthquake, rescue)” but sirmokously “must have basic
common elements in organization, terminofSgand proceduré¥ (1989: 137).
Eventually it is opportune to secure a pool sharglgtionship with memoranda

of understanding (MoU) or legally-binding documents

4.1.4.Information

This section deals with the sharing of informatiBasically it would be correct
to distinguish between data, information and knolgée Data is a symbol or fact
without comment or relational connection (‘It sngwinformation is edited data

— it has a relational connection and thus mearikeg'The temperature dropped

3 An example of standardized terminology constitaigsur-coding for relief goods like red for nuiit
and blue for clothing (Murray 2005; quoted in Kosand Spens 2007: 103).
% Like standard deployment procedures in human resaharing (Scott-Bowden 2003: 18).
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under zero degrees and it started to snow’ (Ack&B9; quoted in Bellinger,
Castro and Mills 2004). And information becomesWwlemige “when know-how
and staff expertise have been used to interpaidtmake decisions” (Tomasini
and Van Wassenhove 2009b: 120). Hence knowledgehes meaningful
collection of information (Ackoff 1989; quoted ineBinger, Castro, and Mills
2004). In our example it would be ‘In the mountadhee to cold temperatures

precipitation occurs in the form of snow’ (Birkethand Mock 1996).

Type Data Information Knowledge
Definition Fact without Fact with Meaningful
relational relational collection of
connection connection information

Example ‘It snows’ ‘The temperature| ‘In the mountains
dropped under due to cold

zero degrees and temperatures
started to snow’ precipitation
occurs in the form

of snow’

Figure 44: Data, Information and Knowledge(based on Bellinger, Castro, and Mills 2004)

However, data, information, and knowledge are smiggl under the term

information as many authors do not distinguish leetwthem.

Pool sharing of information is the pool partnetsasng of data, information and
knowledge. Due to conceptual differences of reseascthese types of facts are

subsumed under the term information.

Figure 45: Pool Sharing of Information

The sharing of information is essential due toithportance of information and
its network effect. The importance of informatios postulated by a lot of

researchers in the (humanitarian-) field. Tomaamd Van Wassenhove — active
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in humanitarian logistics research - state thaotimation is the foundation upon
which the humanitarian supply chain is designedném, and managed” (2009b:
90). Wood et al. — active in commercial logistiesearch - call the management
of information “the single greatest determinant safccess” during a crisis
operation (2002: 394). Similarly argues King wittegard to disaster
management. The researcher argues that the effieeis of an emergency
response depends on the velocity with which clitiobormation is elaborated
and distributed by humanitarian actors (King 20foted in Perry 2007: 412).

The second trigger of information sharing is itdwwek effect. It is common
sense that coordination and cooperation respegtitee prevention of
duplication of effort rely “on information sharingnowing who will be involved
in the disaster response, in what capacity (leah@g implementing partner,
inter-agency coordinator, etc.)” (Tomasini and Waassenhove 2009b: 49). The
same researchers state that “sharing data is uiffecd yet essential” (2009b:
105). The reasons for these statements addresetiverk effect of information
sharing. Similar to the division of labour the shgrof information provides a

surplus value. Tomasini and Van Wassenhove report:

“Knowledge is created not only within the organiaai but also between
organizations as they interact in the field. Intfathe maximum value of
knowledge is produced only when it is captured simared among the different
stakeholders.” (2009b: 115)

The sharing of information is essential due toithportance of information an

its network effect.

Figure 46: Triggers of Information Sharing

The management discipline that addresses the ghafimformation is called
information management and ought to reduce a sugmyn’s uncertainty and

thus complexity (Tomasini and Van Wassenhove 20896). Feldbrtigge lists:
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“Information management includes the collection arabsessment or
interpretation of information, decision-making artle dissemination of
decisions.[...]The basic role of information in ememgy relief management
is[...]problem identification, prioritisation and adlation of relief aid.” (2001:
64)

In praxis information systems collect data, infotima, and knowledge with
regard to - inter alia - country disaster profiational policies, objectives and
standards, government disaster structures, othef oeganizations, disaster-area
base-line data (e.g. local food habits, climatiadibons), material and human
resources to be mobilised in-country, and logistgystems and facilities
(Feldbriigge 2001: 171-172). The pool sharing pplecadds a surplus to this
information as pool partner 1 profits from informaat of pool partner 2 and vice
versa. Basically it can be said that the followapgproaches to pool sharing start
where pool sharing of information ends. The latiemg a prerequisite for the

former, cooperation enters a new stage.

4.1.5.Human Resources

Manifestations of this approach are common projegtere persons from
different agencies come together in order to warlkaspecific topic, or even the
sharing of persons in the sense of an agency fopdeary work. Whereas the
former type is about working together on a joinbjpct, the latter is about
sharing human resources exclusively for an orgéniza own purposes. In
praxis the former type — persons coming togeth@mfdifferent actors to work
on common projects — is the rule. Mashni et albreixample — postulate multi-
agency human resources solutions that comprise ecatipg “centers of
expertise” made up of logistics experts (2005: gupted in Perry 2007: 413).
An example of the latter would be the World Fooddglamme (WFP). To
augment its logistics performance it uses stangygners like governmental

entities, NGOs or private donors that contributehwiadres of specialists to
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logistical operations (Scott-Bowden 2003: #8)The IFRC runs a similar

approach with its Field Assessment and Coordindfeeims (FACT):

“In order to build and maintain a core pool of ab@00 experts from which

FACT staff can be drawn, IFRC conducts FACT tragnsessions around the
world. These sessions aim to impart a consisterthadelogy and build team

spirit and a common pool of expertise. The trainimggrammes are supported
by on-the-job training.” (Chomilier, Samii and Véviassenhove 2003: 16)

Several organizations profit from a single persafferts.

Figure 47: Main Benefit of Pool Sharing of Human Reources

The outcome of pool sharing in human resourcesbmamanifold. An inter-
agency working group of players like the UN Offitar the Coordination of
Humanitarian Affairs (OCHA) and the UN High Comma®er for Refugees
(UNHCR) created a camp management toolkit that rpm@tes a holistic
approach to camp management and is more than jusimom standards
(Birkeland 2003: 54). A possible project would W tjoint generation of a
transport module in order to enhance standardizatna lower costs of handling
respectively gaining economies of scale. Anotheuldide the joint branding of
relief goods or the elaboration of a manual thacgms how different means of
distribution are optimally used. For distributiow &ir, for instance, this register
would include specifications and ‘how-to-pile-upgetplane’ instructions for
many types of aircraft. The participating organmas could reduce the time
spent on the loading procedure and thus save pespectively enhance service

level.

4.1.6.Inventory Space

Pool sharing of inventory has already been intreduafundamentals of a pool

sharing relationship It is about sharing storage volume where rel@bds and

40 Examples of these partners would be the Swissdation for Mine Action — with whom WFP worked
together in Iraq - and CARE Canada — which in Afghtan kept mountainous supply routes free of
avalanches (Scott-Bowden 2003: 18).
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equipment can be stored. Either organizations peovi to other agencies in
exchange of another form of capacity like distibaitor pool partners set up an
inventory centre together and thus share investmant operating costs.
Regarding the former type of inventory pool shafdagk recommends an online
platform that allocates free space to other huraaait actors in a fast and
efficient way (2006: 57). Whereas this is still ealized, joint inventory centres
are already established. The UN Humanitarian Respddepot (UNHRD) in

Southern ltaly, for instance, is commonly operatgd the UN, the Italian

government and diverse partner ageri¢iédlayr 2006: 54). Eventually both
types of pool sharing reduce costs (e.g. due t@lgigd customs procedures)
and make global pre-positionitfg— important with regard to an agency’s

emergency response time — more reasonable.

4.1.7.Distribution

Pool sharing of distribution has already been nometl infundamentals of a
pool sharing relationshiplt is about sharing distribution capacity in fieem of
free volume in aircrafts, trucks, ships, traingscand the like. With the help of
this approach excess capacity can be avoided aisdctists reduced respectively
end beneficiaries faster served. Analogous to trendr section it would be
opportune to set up an information system that wdike a distribution capacity
exchange. Following Bock all major national ancemational NGOs should be
part of this exchange that works with resource ieng - that state specifics of
the means of distribution in question like dimensicand suitability — and
resource enquirers — whose demand is based orfispesrds like preservation
of the cold chain (Bock 2006: 59).

“LIn this case also a public actor — the Italianggament - forms part of the enterprise. Its actith w
general responsibility is the WFP (Mayr 2006: 54)e mentioned partner agencies include internationa
NGOs like Cooperazione ltaliana, WVI (World Visitmternational), Intersos, the IFRC, and Oxfam as
well as diverse national NGOs (Mayr 2006: 54-55)

“2«Global pre-positioning is a relatively new appthaand currently only a few NGOs can support the
large expense of operating a warehouse that strgasternational community.” (Beamon and Kotleba
2006b: 4)

83



4.1.8.Relief Goods and Equipment

Eventually also relief goods and general equipnoant be shared. Relief goods
include a wide variety of products like medicingiselter materials, nutrition and
the like. General equipment refers to things likecsal tools that are necessary
to set up a camp or repair a generator. The WFI aigas this approach with its
standby partners that deploy service packages whiter alia - comprise relief
goods and equipment (Scott-Bowden 2003: 18).

All these pool sharing approaches are accompanigdthe extensive
development and use of information technology. &hgrit is self-evident that
investment costs are likely to be shared by pootnpas. Eventually it is
important to mention that the pool sharing conaigals per definition with the
critical success factors of Pettit and Beresfordhese researchers defined
strategic planning, inventory management, transgord capacity planning,
information management and technology utilisatiohuman resource
management, continuous improvement and collaboradod supply chain
strategy as essential for a well-conducted emeggeperation (2009: 454). All

these critical success factors are tackled by gloating.

4.2. Status Quo — Types of Relationships and PracticalXamples

This subchapter presents an insight into pool sbarpraxis. After an
introduction OCHA, the UN Office for the Coordinati of Humanitarian Affairs
(4.2.1), UNJLC, the United Nations Joint LogistCentre (4.2.2), and the HLA
— the Humanitarian Logistics Association (HLA) (82 are introduced to the
reader. Before switching to these organizationsatiteor would like to illustrate
the basic context of pool sharing initiatives. Agady mentioned in 4.1 (section
fundamentals of a pool sharing relationshpgmol sharing is characterised by the
sharing of risk, free exchange of information, @nocess integration. As there is
neither a specified definition of pool sharing reordefined framework of its

characteristics, the author has applied thoughtsusiness partnership literature
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as well as his own thoughts on pool sharing in otdeclose this gap. Pool
Sharing is defined by the author as being a paitmer— a specific form of
relationship within a supply chain. Thereby theréegof cooperation with regard
to activities, time horizon, and scope of actidtman be very diverse. Activities
range from longer-term contracts to the exchangenf@irmation and even to
joint planning and supply chain integration (Hasrisand Van Hoek 2002: 226).
The time horizon can be short- or long-term. Thapscof activities includes a
single functional area, multiple functional areasl &ven the whole functional
spectrum of the member firms (Harrison and Van H2@@2: 226). Regarding
the establishment of a partnership it is essemtidirst “determine where the
most appropriate point along this path is for yoekationship with another
company” (Harrison and Van Hoek 2002: 235). In &ddiit is important for

humanitarian actors to make this decision at headexs in order to be free of
bias and the short-term perspective commonly appgheongoing emergency

responses.

4.2.1.UN Office for the Coordination of Humanitarian Afia(OCHA)

In this subchapter, structure, tasks and servigeswell as a country mission
(Central African Republic) of the UN Office for th&oordination of
Humanitarian Affairs are presented. The OCHA iseblaisi Geneva and has the

mission to coordinate humanitarian relief providgda high number of actors.

4.2.1.1. Structure

The OCHA has its headquarters in Geneva, Switzeérlaand employs an
estimated 860 people in New York, Geneva, and énfifld (Tomasini and Van
Wassenhove 2009b: 68). In 2006 its budget was ZB$niillion — thereby the
regular UN budget accounted for 10 per cent andadxidgetary sources like
member states and donor institutions for the rem@ifi0 per cent of the volume
(Tomasini and Van Wassenhove 2009b: 68). OCHA ieamut its coordination
function primarily through the IASC, which is chedr by the ERC” (Tomasini
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and Van Wassenhove 2009b: 68). IASC stands forr-lgency Standing

Committee and constitutes a 1992-founded coordinabody comprised of
actors like UN agencies, the Red Cross Movemeng thternational

Organization for Migration (IOM) and three interioaial NGO consortia (Lipok

2007: 33). ERC is the abbreviation of the EmergeRelief Coordinator who

heads both the IASC and the OCHA and who reporectly to the secretary
general (OCHA 2009c). Consequently both bodieseslhacommon secretariat
and the activities of the Office for the Coordioatiof Humanitarian Affairs are
triggered by the IASC working group which holds feagular meetings a year
(Lipok 2007: 33). The head of an OCHA country nossis the Humanitarian
Coordinator who is the most senior UN official incauntry affected by a
humanitarian crisis and who is instated by the ERQCHA 2009c¢).

4.2.1.2. Tasks and Services

The main task of OCHA is to coordinate humanitarielef provided by a high
number of actors. The two main fundamentals thabknthis position are the
“political support and the recognition of the UNs&m” (Tomasini and Van
Wassenhove 2009b: 66) as well as the fact thaHtimanitarian Coordinator is
— per definition — the most senior UN official im affected country or region.
OCHA approaches its objectives by different medRsgarding large scale
emergencies it works via its Humanitarian InforrmatiCentres (HIC). These
institutions spread information like detailed caynhaps or NGO contact details
to all relief-providing actors in order to coordiearegional and thematic
priorities of aid (Perry 2007: 421). Thereby thadihorizon of the specific HIC
can be short-term (up to nine months) or long-t€éum to three years). The
former is likely when the specific Humanitarian dnfhation Centre deals with
sudden-onset emergencies like natural disastemst Whas the case in Pakistan
(earthquake), Sri Lanka (tsunami), Indonesia (tsupand Myanmar (cyclone)
(OCHA 2009a). Long-term endeavours — on the ot s usually occur in
slow-onset crises like complex emergencies. These wecorded in Iraq (war),
Liberia (civil war) and Sudan (civil war) (OCHA 298).
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OCHA is deployed by the Inter-Agency Standing Coiteei (IASC) and

coordinates relief provided by a high number ofoext In large scal

D

emergencies it works via its Humanitarian InforroatiCentres (HIC). These

institutions spread information like country mapsNiGO contact details to al

relief-providing actors in order to coordinate @tal/thematic priorities of aid.

Figure 48: UN Office for the Coordination of Humaniarian Affairs (OCHA): Structure, Tasks and
Services

Besides Humanitarian Information Centres OCHA alilsggers respectively
operates programs that last for an indefinite tithefor instance, triggered in
2002 the Afghanistan Information Management Ser(iBBMS) whose main

objective is the building of government informatioranagement capacity and

that is now primarily operated by other actors like Afghan governmefit

A second example of projects that have a longHgstiffect is the Inter Agency
Working Group (IAWG) for Central and East Africahd regional OCHA in
2002 set up this project which today has more thaty members including UN
agencies, the world’s largest NGOs and other iaténal organizatioris
(OCHA 2009b). Its goals comprise regional coordoratand information
exchange, increased understanding of the partnganmations’ roles and
capacity and the sharing of technical informatiord @est practices (OCHA
2009b). To achieve this aim the IAWG works in spézed groups, namely
Logistics, Training, Information Management & Teology, and Emergency
Preparedness & Response, that are steered by-talaod Core Group (OCHA
2009b). The objectives of the Logistics sub-grdug holds meetings on a (bi-)
monthly basis include pool sharing of informatibaman resources, distribution,
and relief goods and equipment (OCHA 2009b). Falgw OCHA the

participation of the world’s largest humanitarianaas “offers the opportunity to

“3 Inter alia the European Commission (EC), The Asiandation (TAF), the United States Aid Agency
for International Development (USAID) and UN agesciike the United Nations Development
Programme (UNDP), the United Nations AssistancesMisin Afghanistan (UNAMA) and the Food and
Agriculture Organization (FAO) (OCHA 2009a).

4 With the military, for example, OCHA cooperatea the Civil-Military Coordination Section (CMCS)
located at the OCHA headquarters in Geneva (OCHX8R0
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connect the regional logistics network to emergjtabal trends in areas such as

fleet management and supply chain management” (009

Another tool of OCHA is the Inter Agency Working @eip (IAWG) for Centra

and East Africa. This project works in specializgabups like Logistics o

- s

Information Management/Technology. These groupsdgon pool sharing o

information, distribution, relief goods and equiprheand human resources.

Figure 49: OCHA's Inter Agency Working Group (IAWG) for Central and East Africa

4.2.1.3. OCHA Central African Republic

A more recent single-country mission of the OCHAs haken place in the
Central African Republic (CAR). Silvia Hidalgo ofeMelopment Assistance
Research Associates (DARA), a Madrid-based NGQgrtethe situation within
the CAR as of September 2008:

“There is, in fact, a perpetual state of insecuiaty law and order in the north has
collapsed. Gangs of bandits in the north-west, kn@s zaraguinas spread
terror, cause massive displacement (approximat@y0DO people) and kidnap
both children and adults for ransom. According iffedent sources, the bandits
come mainly from Chad and, to a lesser extent, Nigtenic rivalry, previously
insignificant, is a new element in the conflict wiihas arisen from political
misrule along ethnic lines. The latest ceasefire signed on 9 May 2008. But it
is still too early to know whether the truce widald to peace and improve
people’s living conditions.” (2008: 142)

As mentioned above the crisis in the Central AfricRepublic is about

approximately 100,000 displaced people. This sinat existent since 2003 -
has its roots in political instability and has evaggravated as in 2006 the
number of affected persons was ‘only’ 50,000 (IRA0D6). In this special case
the displaced “are not accommodated in camps, feus@attered throughout the
north and are difficult to find and reach” — a aiion that makes “effective,

timely, and appropriate humanitarian relief” veryattenging (Hidalgo 2008:

143-144).
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To make things worse the emergency response wadereidh by funding
difficulties - only Medicines Sans Frontiéres ahd tnternational Committee of
the Red Cross provided large-scale relief befoi@2®idalgo 2008: 143-144).
With regard to per-capita-spending the CAR was aod@rphan (Koch 2009:
67). Then, in 2006, the UN started to show moregmee and set up an office of
OCHA as well as appointed a Humanitarian Coordin@tcdalgo 2008: 145).

The main functions of OCHA have been fundraising eoordination. Important
in the former matter are diverse funding mechanisfmte UN system like the
Central Emergency Response Fund (CERF) locatedCHA®Y. Within a year
the OCHA's Financial Tracking System registeredld per cent rise of total
humanitarian aid — from US$ 25.8 million in 2006U48$ 81.1 million in 2007
(Hidalgo 2008: 144). The major share of these furaisbeen channelled through
NGOs that generally still do the majority of ‘frelme’ crisis relief (Hidalgo
2008: 145). With regard to coordination OCHA laggdulfilled its role as
coordinator within the Humanitarian and Developmdpdrtnership Team
(HDPT) that was established and has been manageithi®yUN institution.

Hidalgo states:

“The array of challenges facing humanitarian actor€ AR has meant that the
response is in many ways unique. There is closé&abmmation among aid
implementing agencies and many instances of gooactipe. Ensuring
partnerships between UN agencies and NGOs reqeorestant effort, sustained
by the work of both OCHA and the Humanitarian Caooatbr. The
Humanitarian and Development Partnership Team (HDR&naged by OCHA,
brings together all humanitarian and developmegaizations as a new form of
the Inter-Agency Standing Committee (IASC) countrgrking group.” (2008:
146)

5 CERF is a funding mechanism that pre-positionsetany sources for humanitarian activities and
channels these funds — if required — through UNwoizgations like the United Nations Children Fund
(UNICEF), the United Nations High Commissioner Refugees (UNHCR), the World Food Programme
(WFP) and the World Health Organization (WHO) (CERIO9b). In 2008 CERF gave grants of nearly
US$ 300.5 million to 53 countries and more than U38.3 million to so-called underfunded
emergencies in 20 countries. Altogether it hasrdmutied to more than 400 humanitarian projectsiog
(CERF 2009a).

“® The main providers of funds were the United Stét¥&$ 18.4 million), the European Commission
Humanitarian Office (US$ 10.4 million), the UN Qeat Emergency Response Fund (US$ 7 million),
Sweden (US$ 6.8 million), and Ireland (US$ 5.5 imil) (Hidalgo 2008: 144).
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This Humanitarian and Development Partnership T¢ADPT) — led by the
Humanitarian Coordinator — set up the Coordinatédl Programme (CAP) for
the Central African Republic whose features congpaigoint appeal mechanism
and a joint tool to “plan, implement, coordinatedamonitor HPDT activities”
(Hidalgo 2008: 146). Similarly argues Lanzer — themanitarian Coordinator in
the CAR — who states that the CAP *“is a tool thalps aid agencies work
together to analyse the political context and itmanitarian consequences, agree
about the priority needs of the population, drawauplan to meet them, and
advocate for funding” (2008: 106). Regarding thi#ahves described above the
Humanitarian Coordinator also delivered more transpcy of and accessibility

to information than had existed before:

“Accessible information is needed if people ardbé@ome aware of a situation.
Before arriving in CAR, | was surprised at how difiit it was to obtain
information about the country in any language othethan
French.[...]JAccordingly, one of my top priorities upoarrival in Bangui
was|...]Jto get the word out, in English. By Januaf}02, a weekly newsletter
was being issued, a blog and web site were up andirrg, an intranet was
established so that humanitarian and developmexttiponers could exchange
and classify information by region or sector, amab@e Earth was used to map
key issues. These Web-based tools made informatistantly available to
potential users inside and outside CAR.” (Lanzé38@.07)

OCHA'’s main functions in the Central African Repabhave been fundraisin|g
and coordination. Coordination has been achievetth Wie OCHA-triggered
Humanitarian and Development Partnership Team (HDW/Mthin this body UN
agencies and NGOs coordinate their actions anderatgin needs assessment,

joint standards and the like.

Figure 50: OCHA Central African Republic: Tasks and Services

Within the HDPT a cluster systémwas installed. Thereby “an agency is

designated as the lead for a specific sector, thithpresumed aim of improving

“"In September 2005 the Inter-Agency Standing CotemitlASC) — the primary UN mechanism for
coordination of UN- and Non-UN-humanitarian actersndorsed the Cluster Approach that features nine
clusters that represent major tasks in humanitaviank. Each cluster comprises many aid actors dis we
as an UN-specified lead agency (GLC 2009).
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quality and accountability for programming in thssctor” (Solé-Arqués 2008:
155). The CAR cluster system — in charge since Aug@007 - included sectors
like protection, water and sanitation, food segum@nd logistics (Hidalgo 2008:
143; Lanzer 2008: 110). Thereby the performanceclogters has varied —
especially food security and logistics have achdematstanding results. Due to a
seriously cooperative approach of UN agencies aB®8s!both clusters showed
“a sense of ownership and added value” (Lanzer 2008). Generally OCHA
has managed it to create an ‘atmosphere’ where gf@ing of information and
human resources is conducted by the main reliefigeos in the Central African

Republic.

Altogether the UN Office for the Coordination of Manitarian Affairs (OCHA)
has managed it to trigger pool sharing. Howevelpgistics — only one sector of
OCHA's cluster approach — accounts for approxinya8€l per cent of the costs
associated with emergency response (Trunick 200%h& UN decided to set up
“a specialised form of inter-agency coordinationchrism to deal exclusively
with logistics issues in increasingly complex opersal environments”
(Kaatrud, Samii and Van Wassenhove 2003: 11) —Uh#ed Nations Joint
Logistics Centre (UNJLC) which is presented infitliowing subchapter.

4.2.2.United Nations Joint Logistics Centre (UNJLC)

In this subchapter, structure, tasks and servigeswell as a country mission
(Afghanistan) of the United Nations Joint LogistiCentre are presented. The
UNJLC is an inter-agency platform whose missias tb coordinate the logistics
capabilities of cooperating humanitarian agenciging large-scale emergencies
(Van Wassenhove 2005: 484).
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Since the beginning of 2009 the United Nations tldingistics Centre’'s

operational integration into the structures of tbaeited Nations Logistics

\""2J

Clustef® has begun. With the completion of this endeavber WNJLC will be

=y

re-named Global Logistics Cluster. As this mainbystitutes a re-labelling wit

only minor organizational changes, and in ordeh@aour source validity — b

<

November 2009 virtually 100 per cent of researdield missions ran under the
UNJLC name - we will further use the term Unitedtidias Joint Logistics
Centre. Future primary literature, however, wileuke term Global Logistics
Cluster.

Figure 51: UN Joint Logistics Centre or Global Logstics Cluster?

4.2.2.1. Structure

The UNJLC has its headquarters in Rome and is tan-agency platform for
logistics coordination in crises. Thus it is an ddimmon service that “seeks the
widest possible participation among all humanitaragistics actors (UN and
NGO alike)” (GLC 2009).

The United Nations Joint Logistics Centre is rootedhe relief efforts in the
1996 Eastern Zaire crisis which - in order to gielter to 1.1 million refugees
in the area (Buckley 1996) — made necessary theentrgbut complex
coordination and pooling of aircrafts among divetdd agencies (Kaatrud,
Samii and Van Wassenhove 2003: 11). The discussimtdollowed resulted in
the March 2001 endorsement (Tomasini and Van Wassen2005: 13) and the
March 2002 institutionalization of the United NatgJoint Logistics Centre by
the Inter-Agency Standing Committee Working GrolsSC-WG) — the project
development framework of the most senior UN intgerecy coordination body
(Van Wassenhove 2005: 484).

“8In September 2005 the Inter-Agency Standing CotemitiASC) endorsed the Cluster Approach.
Regarding the logistics cluster World Food Progra{#WFP) is the lead agency (GLC 2009).

49 “The IASC-WG is composed of the directors of BHreergency Programs of the IASC agencies or
their equivalent counterparts. It is a unique foinrolving the key UN and non-UN humanitarian
partners.” (Tomasini and Van Wassenhove 2009b: 69)

92



Itself being no agency, the UNJLC is dependent arhigh level of voluntary
cooperation from the participating agencies in teohstaff (secondments) and
information sharing” (Kaatrud, Samii and Van Wassmre 2003: 13). The
platform is currently staffed from UN agencies IW&-P, UNICEF, UNHCR and
IOM as well as private business and NGOs (UNJLC920@enerally the
“UNJLC presence is designed to be light and flexiblvith organizational
structures kept to the minimum” (GLC 2009). Therebyery organization

maintains its logistics system as Kaatrud, Sandi \dan Wassenhove state:

“The UNJLC approach underlines the need to presana respect each and
every agency’'s logistics system. By viewing the hoitarian effort as a
‘modular’ system, it seeks to enhance and stremgtimelividual logistics

systems, develop synergies across agencies andvengfficiency for the

humanitarian community as a whole.” (2003: 11)

The leading agency of the UNJLC is the World FooogPamme - the UNJLC is
“under its custodianship for legal, finance and ausiration matters” (GLC
2009). This is due to the fact that the WFP isléfagling logistics organization of
the UN’s cluster system (GLC 2009). Its logisticapability — always disposable
—includes 30 vessels, 70 aircraft, and 5,000 g{¢kFP 2009). The World Food
Programme’s budget consists exclusively of voluntionations and in 2008 the
agency managed to raise US$ 5 billion in funds (WH®9). WFP’s field
officers exclusively conduct activities in the targcountry, whereas the
headquarters in Rome are responsible for worldwatgstical coordination
(Mayr 2006: 36).

The United Nations Joint Logistics Centre (UNJLEstaffed from UN agencies
like WFP, UNICEF, UNHCR and IOM as well as privdtesiness and NGO
Thereby every organization maintains its logistigstem. The leading agency |of
the UNJLC is the World Food Programme (WFP).

[92)

Figure 52: UNJLC Structure
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The activation of the UNJLC is done through the CA®hich acts upon request
from the Humanitarian Coordinator (OCHA country theand the United
Nations Country Team (UNCT) (GLC 2009). Tomasinid &fan Wassenhove:

“A decision to activate the UNJLC is made within Bdurs on the basis of the
scale of the crisis, existing agency capabilitibs, extent of bottlenecks, possible
use of MCDA (Military/Civil Defense Assets), andugtion assessments by the
UNJLC Unit.” (2009: 69)

Following activation, deployment will be initiatedthin 48 hours — this process
includes briefing of the agencies and authoritmscerned and the recruitment of
UNJLC staff (GLC 2009). Following specific tasksdaeervices (4.2.1.2) are
conducted at headquarters as well as in the*fielsl long as they are demanded
by the most senior UN representative of the arddJUC’s operations are —

however — usually short-term:

“UNJLC’s operations are envisaged as a temporafstdroduring the response
phase of an emergency. After this initial reliebpl, humanitarian activities will
focus on rehabilitation and/or re-settlement. Henoe UNJLC is activated
without a clearly defined exit strategy.” (GLC 2009

UNJLC's activities take place in the immediate pdriof time after a crisis’
outbreaR™. Within the crisis lifecycle it does not deal withe aftermath, the so-
called reconstruction or rehabilitation phase. Adomly - within the
coordination framework of Donini (see 3.3Aisis Lifecyclg - the UNJLC falls
into the categories coordination by comm#r(dentralized) and coordination by
consensus (joint). Since its formal founding in 2G0be United Nations Joint
Logistics Centre has been active in large-scale rgeney responses in

Afghanistan, Iraq, Liberia, Sudan, Indian OceannBsni Response, Pakistan

50 “To best fulfil its coordination mandate, the LINC sets up a host of temporary satellite offices
around a regional coordination office establishadlfie duration of the emergency.” (Kaatrud, Samil
Van Wassenhove 2003: 11)

1 The UNJLC operation triggered by the Indian Oc&aunami in 2004 — for instance - started on 30
December 2004 and predominantly lasted until tiieafrBeptember 2005 (Elzinga and Folmer 2005: 3-
8).

%2 Coordination by command is — e.g. — used in natjnti agreements with governments (landing rights,
transport corridors, visas, customs clearance)uandlly occurs in the initial stages of an emergenc
response (Tomasini and Van Wassenhove 2009b: 81).
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Earthquake Response, Lebanon and in the Demo&apablic of Congo (GLC
2009). In addition it has contributed relief to mirhumanitarian crises — namely
floods - in Mozambique, Pakistan, Uganda and Bategh (GLC 2009).

4.2.2.2. Tasks and Services

Management in crisis relief is very challenging doehe amount of information
that must be processed and its ever changing stdtusingle organization is
capable of constantly monitoring all relevant facé&bout issues like
“infrastructure, accessibility, availability andiges” (Kaatrud, Samii and Van
Wassenhove 2003: 12). And even if an agency woane this information — e.g.
of logistical bottlenecks caused by activities @ighbouring states, recipient
governments, military forces or private logistia®yders that are in control of
assets like warehouses or fuel depots — individugénizations “usually do not
have the resources to engage in simultaneous a#igas in multiple locations
with different actors” (Kaatrud, Samii and Van Wasisove 2003: 12-13). But
only then — with proper information processing- dmtgaining capabilities -
agencies can “optimise their activities in terms@gponse, cost and stock pre-
positioning[...]Jand help avoid wasteful competitioma@ng and duplication
within humanitarian organisations” (Kaatrud, Saemd Van Wassenhove 2003:
12). In order to enable this situation the Uniteatibhs Joint Logistics Centre’s

mandate is to make multi-agency logistics as dffecnd efficient as possible.

The UNJLC provides information processing- and harigg capabilities ir]

order to optimize inter-agency coordination andpsvation.

Figure 53: UNJLC Tasks and Services 1

To address the first challenge - information preges- the UNJLC assumes the
role of an “information manager” (Tomasini and VAfassenhove 2009b: 90).
This manager gathers material of its participatiggncies and collates, analyzes,
and disseminates information in order to improvecislen-making of
humanitarian actors (GLC 2009). These activitiesamy include the provision
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of basic logistics informatiofi in the form of data, information, and knowledge,
but also the development/implementation/runningnédérmation sharing tools
(e.g. websites, mailing lists, field meetings), thapping of areas with the help
of Geographic Information Systems (GiSand the consequent provision of
maps to UN agencies and NGOs, the running of ad@usbformation Guide
(CIG)* to evaluate and benchmark customs clearance,camioSLipply Tracking
(JSTY® in order to prioritize and consolidate cargo moeats (GLC 2009). The
accessibility to these types of information is ess¢ A good example of this
paradigm is the UNJLC website. In order to reack thrget group — field
logisticians — the web-portal’'s design must be iagpke as possible due to low
bandwidth and lack of sophisticated software in fileéd (Tomasini and Van
Wassenhove 2005: 6). Another feature is passwategied intranet that allows
UNJLC team members to upload files rapidly andhars information with a

higher degree of privacy (Tomasini and Van Wasseal2005: 8).

UNJLC gathers material of its participating ages@ad collates, analyzes, and
disseminates information with regard to logistia®gedures, logistical maps

(GIS), customs, as well as provides tracking aaditg.

Figure 54: UNJLC Tasks and Services 2

In addition to this information-centred pool sharimodel, the UNJLC on

demand also provides asset broketindg{aatrud, Samii and Van Wassenhove

*3 General logistics information like transport prdaees/schedules or infrastructure assessments (GLC
2009; for more information and a logistical map Apgendix I)

>* As of November 2009 91 countries are logisticaligpped under the normative guidance of the UN
Spatial Data Infrastructure for Transport (UNSDIZI) (GLC 2009). The Global Logistics Cluster’'s
Map Centre is available dittp://www.logcluster.org/tools/mapcentre

%> The CIG is a ‘country-by-country content managensgstem’ based on information sharing and is
compiled with the help of the international logistiprovider TNT who deploys staff to the UNJLC (GLC
2009). It can be reachedHdtp://cig.unjlc.org/

* Needs are assessed via the so-called Cargo Movétegnest (CMR; see Appendix 1) and reports
issued that tackle both the global (all agenciesl)the individual supplies picture (GLC 2009). Bl

the JST will be replaced by RITA, the web-baseddRélem Tracking Application (GLC 2009).

57 In contrast to asset management, asset brokisrauprdinative, not operational — the operational
management of assets like inventory centres, trurkaeroplanes usually — as was the case in
Afghanistan - remains in the hands of the partitigeorganizations (Tomasini and Van Wassenhove
2009b: 71). Anyway, this separation can be diftiad Elzinga and Van Randwijck recorded in
Afghanistan (2003: 8).
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2003: 11). Asset brokering helps to tackle the sdcohallenge, negotiation
capability, and constitutes pool sharing of meahdglistribution like aircratft,
vessels, and trucks, or inventory space. With gegarair assets Kaatrud, Samii

and Van Wassenhove state:

“The UNJLC — without interfering in an agency’s a&sished air chartering
arrangements — can facilitate the pooling of lichitarlift capacity with the aim
of matching eventual excess capacity with outstajmdemand.” (2003: 11)

Another example would be pool sharing of inventgpace. Again, Kaatrud,

Samii and Van Wassenhove recorded:

“To address this, the UNJLC often brokers exchaageeements between
agencies in need of storage facilities and those Wwave them, coordinates
sharing of storage space and liaises with militarylocal civil authorities in

possession of these assets in order to speed uptrdnesfer to humanitarian
organisations.” (2003: 13)

Asset brokering includes pool sharing of distribaotand inventory space.

Figure 55: UNJLC Tasks and Services 3

Compared to OCHA the UNJLC - with its informatiomopessing-, asset
brokering-, and bargaining capabilities - suppogeajpplies the pool sharing
approach in a more detailed and sophisticated Whis is shown in the next

subchapter with help of UNJLC’s Afghanistan countrgsion.

4.2.2.3. UNJLC Afghanistan

As we have elaborated in the former subchapter Uhéed Nations Joint
Logistics Centre applies pool sharing of resoued thus is both information
manager and asset broker. As mentioned beforeyitedi with regard to
information are the provision of basic logisticéommation, information sharing
tools, spatial maps (GIS), a Custom InformationdgUiCIG) and a Joint Supply

Tracking (JST) system. In addition assets like meaindistribution are pooled.
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For further understanding the author would likeptesent these endeavours in

detail. Thereby UNJLC's operations in Afghanistae ased.

In Afghanistan the UNJLC applied its ‘headquarteregional office — satellite
offices’ organizational structure. Besides the Raraetred headquarter and the
Islamabad-based regional office, UNJLC operategteary satellite officed in
cities like Termez, an Uzbek city on the bordeAfghanistan (Kaatrud, Samii
and van Wassenhove 2003: 12). In the regional atellise offices staff was
compiled of around 20 international and 30 locgjidacians (Elzinga and Van
Randwijck 2003: 10). UNJLC Afghanistan had two msas- period 1 from
October 2001 to March 2002 (humanitarian relief aeriod 2 from April 2002
to March 2003 (capacity building) (Elzinga and ViRandwijck 2003: 5). The
structure of this country example follows the abueationed activities.
Thereby mainly the UN-NGO context is taken intocaot™®.

Basic logistics information included contact details of organizations actine i
the region or requirements regarding visas, custdmegising, and security
(Tomasini and Van Wassenhove 2005: 2). ElzingavsardRandwijck also name
airlift schedules and information on infrastructuevailability and prices of

transport, and weather forecasts as supply ofnmition (2003: 7).

*8 Basically — especially in the first phase of UNJAfhanistan — UNJLC Rome concentrated on
strategic issues like the transport of relief goandd equipment into the crisis region, UNJLC Islaath
coordinated regional tasks like the transport gipdies from the region into Afghanistan, and UNJ&C’
satellite offices (e.g. in Termez) did the fieldhwgTomasini and Van Wassenhove 2009b: 71).

%9 Except Joint Supply Tracking (JST) and pool shpdhinventory space

% As there has been war in Afghanistan since Oct@B8i humanitarian space has been considerably
defined by the US-led coalition forces and thus algil-military coordination is a main task of the
UNJLC in this country (Elzinga and Van Randwijckd305). The UNJLC negotiated, for instance, on
behalf of all humanitarian actors (coordinationdoynmand) with the military in order to “streamliard
hasten the transit and movement of humanitariagocand personnel from Afghanistan’s neighbours”
(Kaatrud, Samii and Van Wassenhove 2003: 12). G@iegh these negotiations is the de-conflicting of
“the use of common logistics assets such as aiespag airfields with military forces” (Tomasini and
Van Wassenhove 2009b: 73).
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Information sharing tools: In Afghanistan UNJLC operated a webSitand a

newsletter service as well as produced CD-ROMsrderoto distribute basic
information to agencies in the field (Elzinga an@nvRandwijck 2003: 9).
Following Tomasini and Van Wassenhove “these habeserved to monitor the
division of tasks in the field, anticipate and coumtate solutions to problems
of common interest” (2005; quoted in Tomasini avidn Wassenhove 2009a:
556). These ‘problems of common interest’ includder alia, fuel, rates of
transport and infrastrucure. Regarding fuel, a coolitg which is outside the

mandate of a single agency, Van Wassenhove states:

“If a central body such as the UNJLC anticipatesl fshortages in a certain
region because of cartel formations which are mgisprices, humanitarian
organizations would probably appreciate this infation being posted on a
website and be ready to discuss how they can toldg solve the issue.”
(2005: 484)

The second issue are local logistics service peygidThey possibly hinder

effectiveness and efficiency as Kaatrud, Samii\dad Wassenhove report:

"During the Afghan crisis humanitarian agencies nowingly engaged in
wasteful competition by bidding up the price ofnsport to secure access to
truck capacity[...]The cargo transport cartel resulbe a 300% price increase
over a six-month period. After conducting a techhistudy on the Afghan
transport sector, the UNJLC presented a transpize proposal intended for use
by all agencies. By threatening to bring in a UNcking fleet in the event of
non-agreement and publishing agreed rates on ibsitee it put an end to the
price hike. Overall, millions of the humanitariamnemunity’s dollars were
saved.” (2003: 13)

The third matter of interest — infrastructure —slaet only mean the provision of

logistical maps, but also the active developmentirdfastructure funding

1 When the Afghan crisis stroke the UNJLC was netneformally institutionalized though already
existent. Thus its website for Afghanistan was llggarogrammed at high speed and showed some
failures like lacking support for browsers otheaarttthe Microsoft Internet Explorer or the user’s
dependence on the right Java version installedoarther computer. Anyway, three months after the
start it got 2,500 users and by May 2003 this numi@eased to 7,500 (Tomasini and Van Wassenhove
2005: 3).
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proposals on behalf of and with the humanitariammanity (Kaatrud, Samii

and Van Wassenhove 2003: 13). Kaatrud, Samii amdWassenhove report:

“The UNJLC's coordinating role has expanded to emgass various
stakeholders including the donor community. For neple, to help the
development of a common UN strategy for the vitahabilitation of
Afghanistan’s road network, the UNJLC embarked ammber of infrastructure
survey projects. After assessing Afghan road cantstand traffic capacity, it
helped the humanitarian community develop propokalslonor and Coalition
funding.” (2003: 13)

Spatial maps (GIS) Logistical maps were jointly made by UNJLC andHXCs
Humanitarian Information Centre (HIC) “with HIC piding the GIS layer
database and UNJLC adding the layers with logisticrmation” (Elzinga and
Van Randwijck 2003: 12).

Custom Information Guide (CIG): UNJLC Afghanistan did not only provide
information about customs issues, but also negatiabn behalf of the
humanitarian community with the US-led coalitiona@¢rud, Samii and Van
Wassenhove 2003: 12) and local authorities (Vanséfasove 2005: 483).

Pool sharing of distribution: In this matter UNJLC Afghanistan acted as
coordinator. Especially airlift capabilities andpeaities — of military aircraft or
civil planes chartered by either UN agencies oradsn- were recorded and
matched with the needs of humanitarian actors (Bamand Van Wassenhove
2009b: 71). Then UNJLC staff took into account haoitzian priorities and
“assigned assets to agencies or advised them dm@ad assets for long-range
airlifts” in order to “achieve synergies and eféocy” (Tomasini and Van
Wassenhove 2009b: 71-72). A similar approach haa lagplied with regard to
barge capabilities and capacities. At the outbdake Afghan crisis bottlenecks
occurred in Termez — an Uzbek city bordering Narth&fghanistan along the
Amu Darya river (Kaatrud, Samii and Van Wassenh2063: 12). As Uzbek
authorities initially refused to re-open the rive@ossing bridge, UNJLC Termez

“speedily negotiated an agreement with the Uzbekaiiies for the transport of
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humanitarian cargo by barge to Afghanistan andbéskeed a system to prioritise

and schedule barge cargo” (Kaatrud, Samii and Vas3éhhove 2003: 12).

UNJLC Afghanistan provided basic logistics informoat information sharin
tools, spatial maps (GIS), a customs informatiodgyCIG), and pool sharin

of distribution.

Figure 56: UNJLC Afghanistan: Tasks and Services

UNJLC Afghanistan managed pool sharing. Now we hseen already two
promoters of this concept, OCHA and UNJLC. It mdito present pool sharing
in software developmefit This issue is the focus of the next chapter tleats

with the Humanitarian Logistics Association (HLA)dhits software - HELIOS.

4.2.3.Humanitarian Logistics Association (HLA)

The Humanitarian Logistics Association (HLA) hasribots in the Humanitarian
Logistics Conferences that are hosted by the Frdtitute — an US-based NGO —
since 2003. This subchapter presents the struanadasks/services of the HLA

and the associated HELIOS software project.

4.2.3.1. Structure

The founding body of the Humanitarian Logistics é@ation (HLA) is the San-
Francisco based Fritz Institute, a NGO “whose marssis to strengthen the
infrastructures of humanitarian relief organizatidmy mobilizing logistics and
technology expertise and resources from the comporand academic
communities” (Thomas 2003: 2). Since 2003 the Hnttitute holds meetings

regarding the key challenges of humanitarian laggsthich it calls:

%2 Applications like tracking and tracing. The IFRCtgistics and Resource Mobilisation Department
(LRMD), for instance, managed it to reduce the amvad unsolicited goods in the Gujarat earthquake
emergency response to 5% with its commodity tragkiystem (Chomilier, Samii and Van Wassenhove
2003: 15).
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“(a) the lack of recognition of the strategic rolelogistics by top managers and
donors; (b) the shortage of skilled and experiedogistics professionals in the
sector; (c) the limited amount of collaborationvbe¢n organizations relative to
the logistics function; (d) the inability to buildstrong business case for logistics
through metrics; and (e) the insufficient leverggiof technology to assist
logisticians in the execution of a complex arrayasks they are charged with in
an operation.” (2006)

Thereby it brings together key logistics represtrega in the humanitarian world
“with the aim of encouraging collaboration, intetipa, standardisation, synergy
and joint product development” (Gustavsson 2003: T8 participants - the
partners of the Fritz Institute - comprise the w&Imain humanitarian actors -
inter alia OCHA and UNJLC - as well as governmeggrecies, private business,

academic institutions and foundatiGhg-ritz Institute 2009b).

One project that was triggered by these conferemgethe Certification in
Humanitarian Logistics (CHL) which started in 20@&h 26 pilot candidates
and constitutes “a flexible distance-learning ceutsased on a competence

model, linking on-the-job experience with learnir{§titz Institute 2006).

A second endeavour was the 2005-foundation of thenahitarian Logistics
Association (HLA) with the goal to be a professibassociation with individual
membership — a community of practice as “a grouppebple united by a
common effort that interact and share knowledgefiofias 2003: 9) and as
“representative body of logisticians in the humam&n community” (Fritz
Institute 2006). This second institution — located the Fritz Institute - is

presented in the next subchapter.

The Humanitarian Logistics Association (HLA) is anmumunity of practice

formed by logisticians in order to share knowledgd benefit from synergies.

Figure 57: Humanitarian Logistics Association (HLA)

® Inter alia Care International, Catholic Relief Bees, IFRC, Medicines Sans Frontiéres, Oxfam,
People in Aid, Save the Children, UNHCR, UNICEF, WRVHO, World Vision (humanitarian actors),
European Commission Humanitarian Office, USAID (gamwment agencies), Intel, KPMG (private
business), Columbia University, Erasmus Universggorgia Institute of Technology, INSEAD, Harvard
University, Kenyatta University, MIT, Stanford Umiksity (academic institutions), Bernard Osher
Foundation, Stanley S. Langendorf Foundation, Afiliand Flora Hewlett Foundation (foundations)
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4.2.3.2. Tasks and Services

Parallel to the founding of the Humanitarian Logst Association Anisya
Thomas — then managing director and actual memtedooard of directors of
the Fritz Institute — and Laura Kopczak set up gy weportant position paper.
They defined five strategies to improve humanitadagistics. These are now

presented — thereby words in parentheses indicatscdope of them:

(a) Establishment of professional logistics communifgnowledge sharing),

(b) Investment irstandardized training and certificati8h(setting of standards),

(c) Focus onmetrics and performance measuremgg@bmmunication of
effectiveness),

(d) Communication of logistics’ strategic importan@avareness creation), and

(e) Development offlexible technology solutiongincrease of service level)

(2005: 7).

All of these strategies are applied by the HumaiaitalLogistics Association
(HLA). Of these strategies some affect pool shanmge than others. Thereby
especially (a) professional logistics community afe] flexible technology
solutions are of importance to this thesis’ maifeobof observation. The first
one due to its clear link to pool sharing of infation and the second one owing
to the fact that IT issues have not yet been adddeby this work. Accordingly
the focus of the author is on HLA activities thatpeoach one of these two
strategies. Following the Fritz Institute pool shgrof informatiorf® constitutes a

main goal of the Humanitarian Logistics AssociatibibLA):

“Collaboration among organizations and among famai groups within
organizations has helped increase recognitiongsilics as a strategic function.
However, to develop scale as in other sectorsetharst be greater interaction
and cooperation among organizations. As logist@sg visibility, part of the

® This is done via the abovementioned Certificatiorlumanitarian Logistics (CHL). It is the goal of
the CHL - compiled by humanitarians, private busghand academics - to be an “externally recognised
certification program” that overcomes the lackrtitutional knowledge in the humanitarian sectpr b
formalizing this knowledge (Thomas and Kopczak 2@4%0).

8 Again ‘information’ refers to data, informatiomdknowledge as explained in 4.1.

103



new responsibility is to share lessons learned &nd out how other
organizations have addressed challenges.” (Friztiiie 2007b)

The same is valid for flexible technology solutioMembers of the HLA work
on them as proper IT systems supposedly providsiderable benefits. Pettit
and Beresford, for instance, speak of “inventoryirsgs and supply chain
control” (2009: 459). Similarly Thomas and Kopczaigue that IT solutions
feature Visibility of the materials pipeline” and thdsreate the infrastructure for
knowledge management, performance measurement eandirlg” (2005: 7).
These individuals — with leading efforts from theit# Institute - created
HELIOS. The development and distribution of thistware are presented in the

next subchapter.

4.2.3.3. HELIOS Supply Chain Software

It is common sense in the humanitarian communitgt thexible IT is an

important issue. Accordingly Thomas and Kopczakesta

“Humanitarian relief organizations have a commonecdefor integrated
information technology (IT) solutions that suppgmocurement, distribution
through a pipeline, tracking and tracing of goodd &unds, flexible and robust
reporting, and connectivity in the field.”(2005:)12

Given the catalogue of relief goods and equipmétti@International Federation
of the Red Cross and Red Crescent Societies (IFRaE)alone comprises 6,000
items ranging from cranial drills for surgery alfl hospitals to plastic sheeting
for temporary shelter, the implementation of fuoes like tracking and tracing is
an enormous challenge to IT specialists (Thomas lKodczak 2005: 12).

Thereby the number of items has to be multipliethwine diverse supply chain
partners like global, regional, and local suppliefselief good&’ providers of

commercial transportation and third-party logisti@scraft charter companies or

% “The UNICEF warehouse in Copenhagen includes aeritory of US$22 million in relief supplies at
any given time; these supplies are procured froer @000 vendors worldwide.” (Thomas and Kopczak
2005: 12)
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local transport firms that provide trucks, cars ewen mules and donkeys
(Thomas and Kopczak 2005: 12).

Adding to this complexity researchers comparesthée of humanitarian logistics
to the commercial counterpart in the midst of tH80s (Rickard 2003: 9;
Thomas and Kopczak 2005: 7; Van Wassenhove 200&). 4¥ence it is not
surprising that — in a study conducted by Thomas lanpczak - only “26% of
the responding organizations used tracking andnggerogrammes, whereas the
big majority still worked with Excel spreadsheetgl@®r manual records” (2005:
6). This fact in combination with another, namégattiogistics accounts for 80
per cent of the costs associated with emergen@pnsg (Trunick 2005: 8), asks
for proper software development and IT implemeatatiTherefore the Fritz
Institute started to work on new logistics softwaBefore actual development it
conducted two major studies regarding agenciesdsiggequirements) and

current distribution of software in the humanitanaorld.

The first analysis was done in collaboration witle tFRC and twelve other
humanitarian relief organizations (HRO). Anisya Tas — then managing

director of the California-based NGO - reports:

“Our team spent over 3,000 hours interviewing there logistics team, as well
as key functions that interact closely with logistisuch as desk officers,
operations managers, finance and IT at the IntemmatFederation of Red Cross
and Red Crescent Societies (IFRC) as part of aireggants gathering exercise
for the development of a new logistics informatsoftware. Subsequently we
visited 12 leading humanitarian relief organizasijon]at their headquarters and
in the field, to understand and map their religfistics processes. Finally, we
brought the heads of logistics of these and othROBI together with leading
supply chain professors at a Humanitarian Logisfiosference for two days to
discuss the research, validate our results abeuthin points, and give input to
the path forward.” (2003: 2)

The second study analysed the current usage oiva@ftin the humanitarian
world. Even before the analysis, it was known thatvariety of programs would

be enormous. Lee, Wally, and Zbinden reported 0820
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“The technology landscape in the humanitarian sedo often extremely
fragmented, limiting the availability of timely an@dccurate information.
Organisations either buy large off-the-shelf conuiarpackages that need
extensive customisation or create small in-housgtisas for each field location.
In the former instance, the dynamic variables andtext of relief are not
captured. Customisation to address this problenerg expensive and inhibits
absorption of routine upgrades. Attempts to scaldhome-grown solutions are
rarely effective and are often dependent on thastemt expertise of the
organisation’s IT staff.” (34)

Consequently the Fritz Institute scrutinized selvé&Fasolutions with regard to
system strengths and weaknesses. Thereby especiafhymodity tracking

systems (CTS) were of interest. The screened sgst@m® now listed with
applying agency in parentheses. They included SUfAAn-American Health
Organization), Microsoft FACTS (Save the Childrelércy Corps), CTS 2000
(World Vision), CTS (Save the Children), PurchasesFPALMAS (Oxfam /

International Rescue Committee), and Log 6.5 (Medi Sans Frontieres) (Fritz
Institute 2004). Strengths and weaknesses wes ligith regard to functions
like ‘process coverage’, ‘planning’, ‘inter-moduland inter-version workflow’,

‘food item suitability’, ‘context sensitivity’, ‘lIgistics management’, ‘reporting’,

and ‘standard and non-standard item categorizafenitz Institute 2004).

This knowledge resulted in the project of develgpgia basic standard system as
a foundation” which should constitute a common fplat with “modular
flexibility to add and subtract” (Fritz InstituteOQ4). Especially the modular
design is supposed to be essential as it enaldesofinect existing systems and
introduce new ones to provide visibility and infaton about the entire relief
supply chain” (Lee, Wally, and Zbinden 2003: 34).

Studies about needs assessment and current dismilnf software resulted in

the objective to create a modular system basedoomanon platform.

Figure 58: Objectives of Software Development
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The project was called HELIOS and should be a @iatffor many humanitarian
agencies. Under the slogan “Action: Bringing Infation and Visibility to the
Field” the Fritz Institute, other members of the rklanitarian Logistics
Association (HLA), and IT firms developed the HEISGupply chain software
that is based on modufésand features extensive monitoring functions like
reports and dashboards that provide a high degreigply chain visibility®
(Fritz Institute 2006; Fritz Institute 2009a).

The pilot program started in Kenya in August 200éwhree initial field users
of HELIOS 1.0 — namely Kenya Red Cross, Merlin awbrld Vision
International (Fritz Institute 2006). The last aleeady had collaborated with the
Fritz institute since several years (Gustavssor828). World Vision’s former
logistics information software was partly Microséitcess, partly paper-based
and tracking and tracking (T&T) thus difficult (Ren and Wachiuri 2007: 5).
Consequently World Vision appreciated HELIOS to vie improved
commodity T&T, more accurate information, individuaeporting, easier
variance analysis, enhanced standardization aéfrgbhods and equipment, the
ability to import and export data, the capabilitiy amline processing, and the
saving of resources like time (Fenton and Wach2@@7: 13). Further World
Vision was very active to promote the benefits @hf software development,
namely shared costs of investment, implementato training (Fenton and
Wachiuri 2007: 17.

These thoughts were shared from many HLA logisteiand thus the HELIOS
Users Group (HUG) was founded in 2008 (Blansjaal.€2008: 10). It is headed
by the Fritz Institute and is defined as open seymoject (Blansjaar et al. 2008:

%7 For the modular structure and technical specificatof HELIOS see Appendix IIl respectively
Appendix IV.

® This is not only valid for the agencies themselwes also for “donors, colleagues, countriesdfiel
locations and teams” as Helios provides “macroraimo views from a variety of angles” (Fritz Insti¢
2009).

%9 Even joint operation of the software would be fides- up to now users ‘only’ share implementation
information.
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4-5) with an own support website where “documeatatis being gathered,
software releases are published and the user coitynoam communicate via an

issue tracker, forums, wikis and shared documeatesgy (Fritz Institute 2009a).

The main goal of HUG is to establish a sustaindtd.10S community by
sharing costs, best practices and input/output &l ag by creating standards,
benchmarks, and development priorities (Blansjaal.e2008: 8)°. In 2008 the
group included Oxfam GB, World Vision Internatiorzald International Medical
Corps (IMC) which started using HELIOS in SomaliadaZambia (World
Vision) respectively Sudan and Indonesia (OxfamaiiBjaar et al. 2008: 8) and
developed HELIOS 1.1 and 1.2 (Fritz Institute 2009a September 2009
Oxfam intended to start implementation of HELIOS2(hcountries — that would
mean that it has covered 75% of its supply chathiwil8 months (Fritz Institute
2009a). In addition the HUG shares data, infornrmatend knowledge with all

members of the Humanitarian Logistics AssociatieritZ Institute 2008a).

As we have seerthe development of HELIOS comprises pool sharing of
information and human resources. thiVregard to this software and its recent
development it is opportune to say that theredbance for HELIOS to become

the standard supply chain application in humaratalogistics.

HELIOS supply chain software is defined as open@®project and is based pn

modules that feature extensive monitoring. The HERIUsers Group (HUG

N—r

was founded in 2008 and aims at sharing costs,drastices and input/output

j2%

S

well as creating standards, benchmarks, and deweloppriorities. In 2009 the

group included Oxfam GB, World Vision Internatiorzald International Medica

Corps. Oxfam intended to cover 75% of its supplgichwithin 18 months.

Figure 59: HELIOS Supply Chain Software: Project Characteristics

" This may be promoted by the fact that competitegarding the use of new IT is “of less importance”
(Pettit and Beresford 2009: 459).
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Before switching to the costs and benefits of psiwdring, the extraordinarily

important role of donors for the implementationtbis concept is illustrated.

Donors appreciate capacity building and standatidizand thus may promote —
e.g. through their funding criteria — efforts topfp pool sharing. European

Commission Humanitarian Office (ECHO), for instanesuch a donor whose
funding objectives comprise capacity building atehdard operating procedures
(Fritz Institute 2007b). Thereby it primarily fundstivities of UN agencies and
the International Federation of the Red Cross aed Brescent Societies (IFRC)
and from 2002-2007 committed more than € 115 miffigECHO 2008: 4).

An example of funded projects would be IFRC’s regidogistics units for pre-
positioning — called Humanitarian Procurement Gsnt- whose job it is to
provide professional and harmonised services th lioeé RC movement and
other partners (ECHO 2008: 6-7). Another projectlddoe WFP’s regional UN
Humanitarian Response Depots (UNHRD) whose makisais to strengthen the
relief efforts of UN, international, governmentagnd non-governmental
organizations (ECHO 2008: 8). Analogous to the iA 4lready presented
UNHRD in Brindisi (ltaly) access is granted to dte abovementioned
organizational types in other UNHRD in Accra (Ghanmaubai (United Arab
Emirates), Panama City, and Subang (Malaysia) (ECH08: 8). The only
requirement for the use of UN depots is to be arl@@artnef’ — a relationship
that is stipulated in a standard Memorandum of Wstdading (MoU) (ECHO
2008: 9). A third project is the Certification inukhanitarian Logistics (CHL)
headed by the Fritz institute (which is also imedlvin HELIOS). ECHO
supports this certification based on a distanceileg course that links job
experiences with theory (ECHO 2007: 7).

" This figure is only about the thematic fundingpeaity building”. In 2006, for example, ECHO spant
total of € 671.3 million (ECHO 2007: 2). By its owacount ECHO is “one of the largest single donors
of humanitarian assistance in the world” and actotor approximately 25% of total global humanigari

aid (ECHO 2007: 2).

2 In total there are more than 200 implementingreas (Fritz Institute 2007b).
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Donors that appreciate capacity building and stahzation are important fo
the implementation of pool sharing. The Europeam@assion Humanitarian
Office (ECHO), for example, funds such activities the UN and the
International Federation of the Red Cross and Reddent Societies (IFRC).

Figure 60: Capacity Building: The Importance of Dorors

After the presentation of the status quo of poalrisiy and the associated donor

importance, costs and benefits of pool sharinghave presented.

4.3. Costs of Pool Sharing

Calculating the costs of pool sharing is challeggifhis is valid for the whole
humanitarian sector as full costs are difficultotatain. Feldbriigge reports with
regard to relief efforts of GTZ, a development ageowned by the German
state, in Mozambique’s flooding emergency in 199& t'with the exception of
relief items, most of the costs for a full costctddtion were not available”
(2001: 125). Anyway, the author would like to biyepresent expenses that
accompany pool sharing. Pool sharing is a formaafperation and thus — per
definition — includes coordination. As Minear fouldt coordination usually
goes with considerable expenditures (2002; quotedTomasini and Van
Wassenhove 2009b: 85). Accordingly “sometimes esarére unwilling to share
because they do not want to assume the cost ostivehe resources needed”

(Tomasini and van Wassenhove 2009b: 105).

Generally we can speak of direct and indirect cogte former comprise — inter
alia — “salaries, travel costs to the field forghccoordinating, time and money
for travelling to meetings for those being coordétd (Tomasini and Van
Wassenhove 2009b: 85). Indirect costs occur edpe@t headquarters. It is
usually at the senior level where pool sharing agwents are stipulated,

concluded and approved. These negotiations cotestgignificant transaction
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costs®. The same is valid for expenses that go with tte@aring of reports and
the salaries of those in charge of negotiating|uateg, reporting and the like.
In addition it can be argued that the “time-conswgnieview processes for joint
reports, which are likely to be longer the morereges are involved, cannot be
taken lightly” (Tomasini and Van Wassenhove 20085). Consequently it is
always important to monitor the cost/benefit ratlds Tomasini and Van

Wassenhove argue:

“If those involved cannot reap additional benefitsm the coordinated efforts
compared to what they could have achieved in gbiapne, then the investment
in time and money will have been a waste” (200%): 8

Benefits of pool sharing are now presented in saptdr 4.4.

4.4. Benefits of Pool sharing

As always the cost/benefit ratio should determinerganizations cooperate or
not. Pool sharing — or better — the proper implematgn and running of it can
reap significant benefits. These are now presemttd regard to cost, risk,
service level, and income. Thereby the first thyeerefits match the humanitarian
supply chain evaluation framework of McGuire thamprises “cost (resources),

risk (insecurity) and reduction of suffering (cusier service)” (2006).

4.4.1.Decrease of Costs

Similarly to the difficulty of calculating the castof pool sharing, it is
challenging to determine its cost reductions in hare. Hence the presented
examples are both rather conceptual and evidengegrdxis. The structure

follows the categorization of different types ofgpsharing introduced in 4.1.

3 Search and information costs, bargaining and iecists, and policing and enforcement costs
(Watkins 2009).
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Pool sharing of information
Sharing of information can decrease costs of Mistual logistics activities. For
this section the author compiled three tasks of dnitarian logistics: needs

assessment, procurement, and distribution.

Regarding needs assessment it is essential to atstithe actual number of
affected persons as precisely as possible. Butighadten not the case. In the
2004 Asian tsunami, for instance, many organizati@ssessed needs like
nutrition on basis of registered persons withinoanmunity (Perry 2007: 420).

As Perry argues that turned out to be a miscaloulas the actual number of
victims was considerably lower due to the high degsf casualties caused by the
natural disaster’'s impact (2007: 420). If agentiad systematically shared data,
information, and knowledge, they would have beele ab calculate correctly

and thus save money.

Another important fact regarding this issue, cduatgithe costs that accompany
the registration of victims. With regard to refugpepulations, for example,
Telford estimates the ‘cost of periodic registratioor revalidations’ to be
approximately one dollar per person in Africa (betf 1997; quoted in
Feldbriigge 2001: 92). And in this figure indirecosts like travel expenses and
working time are not even included (Telford 199dpted in Feldbriigge 2001:
92). Here we have an economies-of-scale effect. mibee organizations share
their information respectively contribute personreatd equipment to this

endeavour, the cheaper registration costs aregaeicy.

Procurement is another activity whose costs caddoeeased by pool sharing of
information. Humanitarian agencies could sharermftdion regarding common
high-frequency and/or high-cost items. Therebyip@dting organizations get a
clearer picture of the market and thus a bettegdaimng position - a situation
that eventually leads to decreased expenses. Eeter b- of course — is the

foundation of a consortium in order to aggregatmaled. Gustavsson speaks of
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“higher purchasing-power discounts and frameworkeaments™ (2003: 7).

Similarly argues Soin (2004; quoted in Pettit aretddford 2009: 461). This is
valid for all types of civil humanitarian actor&éi UN agencies and NGOs of all
sizes. Another important issue are currency excharajes. Procurement of
humanitarian actors is often conducted locally. Bapecially in developing
countries official exchange rates may differ fromofficial exchange rates.
Hence information sharing with regard to reasonafdeirces of domestic

currency indirectly reduces local purchasing costs.

The third activity — distribution — is often chatagsed by competition on the

buyer side. Pettit and Beresford state:

“In emergency relief situations, however, aid agesnare likely to be competing

with each other for the same transport capacitythisdwill increase the cost as
local transport sources react to market forces iantease prices as demand
outstrips supply.” (2009: 457)

In certain cases prices of distribution will be jgab to price-rigging as well. In
Afghanistan, for instance, competitive patternsamf agencies combined with
scarce resources resulted in a cargo transpoei ¢hat increased prices by 300%
within six months (Kaatrud, Samii and Van Wassemch@003: 13). This is
where pool sharing of information comes into pl&ame organizations may
know the ‘true’ prices respectively the rates cldrdpefore the humanitarian
crisis. Anyway, as they negotiate with a cartelytrege not able to get a
reasonable deal. But if they share this informatigiin the majority of agencies
and agree with them on an equal bidding behavyices are likely to fall. That
was also the case in Afghanistan. The United Natidoint Logistics Centre
(UNJLC) — the main logistics coordinator for UN agees and NGOs in that

relief effort — conducted a study on the domestamgport market (Kaatrud,

" With regard to nutrition: if members of the cortaon share inventory space too, the decrease ¢ cos
has even two layers. The first layer is represebteldwer purchase prices at every time of the yEhe
second layer refers to the fact that during thedgtrseason prices are lower than during the fekeo
year. By buying food supplies in advance and contynstioring them, agencies profit a second time. Of
course this is only valid if individual storage toare low.

113



Samii and Van Wassenhove 2003: 13). The findingb@fiurvey resulted in the
following actions of the UNJLC:

“After conducting a technical study on the Afghaansport sector, the UNJLC
presented a transport price proposal intended && by all agencies. By
threatening to bring in a UN trucking fleet in tbeent of non-agreement and
publishing agreed rates on its website, it put ath ® the price hike. Overall,
millions of the humanitarian community’s dollars ieesaved.” (Kaatrud, Samii
and Van Wassenhove 2003: 13)

Altogether we could say that the individual seanghtosts for any crisis-related
information can be reduced by applying the poorisigaconcept. Forecasts, for
instance, integral part of any decisions with rdgar logistics, profit from data

matching and aggregation and thus from pool sharing

Pool sharing of information can decrease costs idtially all humanitarian
logistics activities, examples being needs assessrf@ecasting, procurement,

and distribution.

Figure 61: Pool Sharing of Information: Cost Factos Addressed

Pool sharing of human resources

Personnel accounts for the largest share of oversts in the humanitarian
sector (Tomasini and Van Wassenhove 2009b: 145hifdkations of pool

sharing of human resources are common projectsempersons from different
agencies come together in order to work on a Speapic, or even the sharing

of persons in the sense of an agency for tempaovark.

An example of the former would be the developmemd anplementation of

software by multi-agency teams. This has beendlse i the HELIOS project —
presented in 4.2.3 - where staff from various oizgtiions has been working
together on a common supply chain software platf@xfam — the lead agency
with regard to implementation — in September 20@8rided to start operations
of HELIOS in 20 countries — that would mean thahats covered 75% of its
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supply chain within 18 months (Fritz Institute 2@p9It supposedly would not
have been able to do this without a software plaifalready tailored to
humanitarian logistics and shared implementatioawkhow. Hence it can be
said that due to the common use of personnel th&cipating organizations

saved costs and time.

The second type of pool sharing of human resourdbe temporary deployment
of staff from one organization to another and weesa — is applied by actors
like the WFP which uses stand-by partners like govental entities, NGOs or
private donors that contribute with cadres of splests to logistical operations
(Scott-Bowden 2003: 18). Similarly, WFP deploydfsta its partners on request.
Following Mayr this helps organizations to “extegelographical reach and keep

personnel costs down” (2006: 24).

Due to the common use of human resources - the eqetnsive factor if

—

humanitarian logistics - the partner agencies san&s and time as well as

extend the geographical range of their operations.

Figure 62: Pool Sharing of Human Resources: Cost Etors Addressed

Pool sharing of inventory space

There are manifold examples of pool sharing of meey space reaching from
commonly operated inventory centres to reserveagpane organization has in
the storage facilities of its partner. Both typesvde not only more flexibility,
but also reduce costs. In the former case capikperaiture is distributed
according to the actor’s reserved capacity and shased. In addition there may
be the possibility to profit from economies of salhe latter case especially
addresses aid agencies that either start operatiansountry or are active there
at irregular intervals. They are able to rapidlypsioods to the storage facility of
their partners and distribute them further. An egkenof this type would be the
UN Humanitarian Response Depots (UNHRD) in Brind{$ialy), Accra
(Ghana), Dubai (United Arab Emirates), Panama Gityy Subang (Malaysia)
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(ECHO 2008: 8) Eventually both types make globa&positioning — a trend in

the humanitarian world — feasible and, cheaper.

Pool sharing of distribution

It is about sharing distribution capacity in thenfioof free volume in aircrafts,
trucks, ships, trains, cars, and the like. Regardiost reduction potential’ this
approach is of importance. Vehicle fleet manageméot instance, has the
second largest share of overall costs in the humden sector, only
outnumbered by personnel (Tomasini and Van Wassen®@09b: 145).

With the help of pool sharing of distribution exsempacity can be avoided and
thus costs reduced. An example would be the chaftaircraft. As this means of
distribution is a very expensive one, it is impattéo use 100% of capacity in
order to spread cost over a maximum of relief goaald equipment. Anyway,
aid agencies often do not use all of this capaditg to time restrictions. This
excess capacity could have been sold to anotheahitsmian actor who is in
need of it.

Another issue tackled by pool sharing of distribatiis the trade-off between
transport costs and transport frequency respegtaugbply chain responsiveness.
This relation is critical to transport planning @ma and Meindl 2004: 451). In
order to guarantee a responsive supply chain, higangm organizations should
consolidate their cargo heading for the same destim Thus they would be able
to ship goods in a flexible way while paying reasle transport rates. McGuire

states with regard to health care goods:

“Transport efficiency as well as transport frequentan be increased by

consolidation of health care goods with other hutagian assistance goods such
as food or shelter material, requested by the shesgnation. Another possibility

is consolidation of health care goods from différeamanitarian organizations

but for the same destination into one shipmenD0& 189)
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Hence it would be rational to share capacity. Aleystic approach to this issue
is an Internet-based distribution capacity exchahkge the UNJLC website.
Following Bock as many international NGOs as pdesghould be part of this
exchange that works with agencies being resourcwigers - which state
specifics of the means of distribution in questi&e dimensions and suitability
— and resource enquirers — whose demand is basesbexific needs like
preservation of the cold chain (Bock 2006: 59).eAlatively also institutions
like the Fleet Forufi could be used to consolidate cargo. These inigati
“allow humanitarian organizations and the privagetsr to interact via a broker
for best results” (Tomasini and Van Wassenhove B0Q85). An advantage of
this solution would be to work with an already ésuig exchange. The proper
exchange of excess capacity would reduce costsifisagtly. Even the
transaction costs inherent in any exchange could offset by reduced
paperwork® and thus time spent on bureaucracy that usualborapanies

international transportation (Mayr 2006: 58).

With the help of pool sharing of distribution exsempacity can be avoided and
thus costs reduced. In addition it enables to gipds in a flexible way whil
paying reasonable transport rates. It works viairaernet-based distribution

exchange like the UNJLC website.

Figure 63: Pool Sharing of Distribution: Cost Factes Addressed

Pool sharing of relief goods and equipment

Similarly to the other approaches pool sharingetief goods and equipment can
decrease overall costs. Thereby especially trainsaciosts are reduced. The
following explanation should help to understandsthit is valid for two
scenarios. They feature an agency that is in imatecieed for a certain relief
good or equipment due to the fact that (a) its rreupplier(s) are not able to

deliver in time or (b) it does not have a sourcewbply because of unexpected

> For more information on the Fleet Forum see Tomiasid Van Wassenhove 2006.
6 paperwork occurs due to customs clearance, inseawlicies, or significant inter-modal activity
(Mayr 2006:58)
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demand. Hence this organization usually searchebafl regional, or local
markets in order to find an adequate supplier. Tihigolves considerable
expenses like the cost equivalent of the time steffinbers need to find a proper
offer and to negotiate and stipulate agreementbréat costs) or travel expenses
of employees (direct costs). These transactiorsamemt be mitigated by the use
of pool sharing. By having a standby agreementroegg specific items with
another humanitarian actor in place, the challedgscribed above could be
overcome not only faster, but also cheaper. Theadiate request for capacity

does not incur extraordinary transaction costs.

In this sense pool sharing functions best whenigyaaints act strategically. An

organization is likely to agree on stand-by capatiat it either needs at irregular
intervals or that it is impossible to get in propgrality. Thereby organizations
can concentrate on their core supplies (and thogpetences) while sometimes
relying on others and vice versa. As the authaesdture review has shown, this
form of pool sharing respectively specializations hget been very rare. An
example would be WFP that has agreements with lsyapdrtners to deploy

service packages which comprise relief goods andpatent (Scott-Bowden

2003: 18).

Pool sharing of relief goods and equipment rediiessaction costs and works

best with specialized agencies that manage ditjetéms.

Figure 64: Pool Sharing of Relief Goods and Equipnré: Cost Factors Addressed

To summarize this chapter the following quote of JUS Afghanistan’s

achievements with regard to cost reductions isgores!:

“While there is no quantitative evidence to assé®&s magnitude of the cost
reduction, it is clear that in this case the hurn@ai@n community benefited from
consolidating their purchasing power to obtain dretleals with their service
providers, maximizing the use of space in aircriedgping their inventory low,

improving their planning and forecasting throughotite supply chain,

minimizing competition for resources among partnémsreasing their service
level since the UNJLC prioritized cargo based onedbeiary needs.” (Tomasini
and Van Wassenhove 2009b: 72)
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4.4.2 Decrease of Risk

Crises trigger situations full of risk that humanian logistics has to deal with.
Kovacs and Spens even state that “humanitarianiyseppins are specialized in
managing large-scale risks” (2009: 507). On the side risks occur for the
affected population. The remedy of these problemmshe main goal of aid
agencies. On the other side they constitute an rtapbchallenge to the relief
organizations themselves as these regularly argeadct environments that pose
security challenges or funding constraints. Segutitr example, is a major issue
in humanitarian work. Following Bickley traffic angehicle-related accidents
alone are responsible for the major share of hutawaan workers that are either
injured or killed (2003: 60; quoted in McGuire 20A®7). Thus it can be argued
that the second type of risk affects the basicfsis relief as the solution of an
organization’s own problems must have priority oter solution to the problems
of end beneficiari€d. This subchapter only deals with the second tyjpesé
that addresses the humanitarian actors themselNes.risks of the affected
population are directly addressed by the servigellprovided by aid agencies

and are thus elaborated in 4.4r8rease of service level

This thesis exclusively deals with the risk for thenanitarian actors themselves,

namely security challenges and funding constraints.

Figure 65: Limitation of the Term ‘Risk’

Pool sharing of information

The sharing of data, information, and knowledgefidig importance to risk
reduction. Due to time pressure and other obstaitkagencies regularly are not
able to adequately process information, a situdtwam usually leads to incorrect
decisions with regard to meeting an organizatio/@eds. Following Feldbrigge
this lack of capacity has its “roots in high timeegsure, size and complexity of

the decision-making situation and the choice oihappropriate decision-making

""Medicines sans Frontiéres, for example, withdresff $or five years from Afghanistan (June 2004-
June 2009) due to security concerns (MSF 2009).
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model” (2001: 64). As the preferences of the orgation and the type of
available information define the decision-makingrgmaeters (Konigsperger
1997: 4; quoted in Feldbrigge 2001: 64), the proibalf decisions based on
biased respectively fragmentary information is highis can be remedied by
pool sharing of information. As partners share daf@rmation, and knowledge,
they are able to match their preferences and néigaymmetric information.
The refined decision-making parameters contain thawing of false

consequences and thus the risk for organizatiotedf, sassets, or funding is
reduced. Regarding staff and assets, for examplging information about
necessary security preparations, cultural issuesygetous routes, military
checkpoints, reliable middlemen, and more, helpsetiuce risks. Funding, on
the other side, is made easier with help of agensk@ring information about
access to donors, formal requirements, joint agpeahd coordination of

proposals.

Pool sharing of information about necessary secprigparations helps to reduce
risks. Funding is easier with help of agenciesisganformation about access to

donors, formal requirements, joint appeals, anddioation of proposals.

Figure 66: Pool Sharing of Information: Risk Factors Addressed

Pool sharing of human resources

From an organization’s view it is a challenge tem@ome security problems and
funding constraints. Personnel from different agescan work together in order
to decrease the risk that emanates from thesegmsblRegarding security, for
instance, humanitarian actors regularly put togegeFsonnel in order to form
convoys of vehicles. The latter “allow one to as#$ie other in rough spots,
where a single vehicle would be rendered helplesisvalnerable” (Mayr 2006:
66). Bickley, for instance, recommends that eveshiele heading for a
dangerous passage must be accompanied by at teastiter means of transport
(2003: 69; quoted in McGuire 2006: 188). Especially environments

characterised by (civil-) war, this decreases ible of getting kidnapped, injured,
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or even killed. Another — totally different - issti@ckled by pool sharing of
human resources are funding constraints. An exawoiplkis would be the joint
generation of funding appeals and project propases address public funding
mechanisms like the United Nations Central Emergd&tesponse Fund (CERF).
Another example would be joint fundraising via coamy operated websites or

social network groups in order to reach privateviidials.

In order to reduce security risks humanitarian @cfout together personnel |in

order to form convoys of vehicles. Funding risks addressed by joint appeals.

Figure 67: Pool Sharing of Human Resources: Risk F#ors Addressed

Pool sharing of inventory space

This approach to pool sharing reaches from commapgrated inventory

centres to reserve capacity one organization hdbkdnstorage facilities of its

partner. Especially the latter version can helpettuce funding risks. Today aid
agencies compete for donor funding. Donors, ondther side, are likely to

choose actors that have a special core compete@eoe. of these core

competencies would be to provide basic shelter ysyegre in the world at

record speed. Pool sharing of inventory space stgpphis as the applying

agency is able to rapidly start operations evetoimtries where it does not have
warehouses through its ability to ship goods tostmeage facilities of its local

partners. The communication of this capability tenfunder the name of global

pre-positioning — helps to avoid funding constraiamd thus secures activities.

Pool sharing of distribution

This variation of the pool sharing concept mitigatgecurity risks. As was
elaborated before traffic and vehicle-related amuid alone are responsible for
the major share of humanitarian workers that atieeeiinjured or killed. The

reasons behind this fact are dangerous routes neglard to road conditions
and/or possible ambushes of insurgents or drivéigua. Therefore it is

opportune in such circumstances to reduce shipnenke absolutely necessary.
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The pooling of asset capacity of trucks or shipshiss an adequate means to

reduce an organization’s risk to the minimum. Ma@tates:

“The ‘economies of risk’ requires using larger s, consolidating

consignments into full car or truck loads and redgalelivery frequency and
flexibility if necessary. For the driver and thesets, the risk of travelling through
a dangerous area is the same whether the vehielmpsy or full. Consequently
two deliveries with a half full vehicle will doublie risk for the driver. Likewise

two deliveries of full car loads incur twice theskiof a single delivery with a
truck which can carry the same load as two ca206: 187)

In dangerous circumstances it is opportune to redghgoments to the absolute

<

necessary. The pooling of asset capacity is anuadeneans to achieve this.

Figure 68: Pool Sharing of Distribution: Risk Factas Addressed

Pool sharing of relief goods and equipment

Analogous to pool sharing of inventory space thppraach underscores the
organization’s capability of starting operationy\&here at record speed. This is
possible through the rapid availability of speaglods or equipment through
partner agencies. The risk of funding is thus sspdly reduced as the
humanitarian actor in question is able to showssirdjuishing core competence

that attracts donors.

4.4 .3.Increase of Service Level

The pool sharing concept not only has the possiliti reduce costs and risks,
but also to enhance an agency’s service level.i@haapacity adds flexibility as
well as operational and geographical range, ansl itakes an organization more

capable and beneficiary-oriented.

Within the humanitarian world, though, there iseofta different understanding
of who these beneficiaries are. Many NGOs, foranse, would call their donors
‘customers’ and the people they help ‘victims’ affected population’. These
organizations primarily feel responsible to theinding sources (Oloruntoba and
Gray 2002; quoted in Oloruntoba and Gray 2009: 48a6yway, the majority of
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aid agencies supposedly define the affected peapleustomers. Following
Oloruntoba and Gray — who adopt the commercialocnst service perspective
to the emergency response context - these custpmarshe sources of funds,
“should be the focus of emergency relief chainsabee they[...]may be affected
by injury, illness, hunger, thirst, homelessnessd &0 forth” (2009: 489).

Similarly argues McGuire who states that “custosetisfaction]...]also applies

to humanitarian organizations” (2006: 126).

Through this adoption of commercial customer serverspective to the
humanitarian context, the definition of service dexchanged. Whereas the
former notion provides supreme customer servidbeéamost profitable products
and services (Christopher 1998: 59; quoted in Mo&@i006: 132), the latter
provides supreme customer service to the mostcaritfoods and services
(McGuire 2006: 132). Generally the notion of custorservice in a relief context
- that is non-repetitive, non-routine, and non-firefis scarcely researched
(Oloruntoba and Gray 2009: 486-489).

Anyway, important things to notice when talking abocustomer service in this
context are that - besides the unpredictabilitgeinand in crisis relief - (a) end
users of goods are normally no clients of the venidansport-provider, or donor
(Long and Wood 1995: 213), (b) end users usuallgatchave any formal claims
against ‘sponsors’ of funds, goods, and servicemg@lLand Wood 1995: 226),
and (c) emergency relief chains are characterigemi ligh number of volunteers
that lack training (Oloruntoba and Gray 2003; qdoie Oloruntoba and Gray
2009: 490).

Sharing capacity makes an organization more capade customer-oriented.
Customers of aid actors are the beneficiaries. yipglthe commercial customer
service perspective on humanitarian logistics fiscdit due to the characteristics

of humanitarian affairs.

Figure 69: Customer Service Perspective on Humaniten Logistics
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Aid agencies have to deal with these circumstandeyway, some of them
supposedly have the false indicators of a propstocoer service in crisis relief

as Oloruntoba and Gray argue:

“For example, NGOs have such internal measures udtomer service
performance as tones delivered on-site damage-fneeber of containers
arriving on-site on time, number of aid-users femt day, or number of relief
staff arriving promptly in the disaster zone.” (20@94)

These indictors are too technical and neglect #spective of beneficiaries:

McGuire states:

“Logistics services of humanitarian organizatioreea to develop a general
customer service policy but also need to tailovises to the context, constraints
and requirements of individual humanitarian asesggorogrammes as well as to
the needs of the respective end-users.” (2006: 131)

Pool sharing, on the other side, demands inconporatf this view as it is all
about how to reach more beneficiaries in less timogy to promote cooperation
in order to add service complementarities, how ranyte different skills and
ways of reaching people, and the like. The remginsubchapter presents
examples of this outcome, thereby again following familiar categorization of

pool sharing types.

Pool sharing of information

Tomasini and Van Wassenhove state that “informaisothe foundation upon
which the humanitarian supply chain is designedném, and managed” (2009b:
90). Anyway, as already elaborated in 4.D2crease of riskdue to time
pressure and other obstacles aid agencies reg@eghynot able to adequately
process information. This situation leads to ineotrdecisions with regard to
meeting beneficiaries’ needs. In order to reduce phobability of decisions
based on biased respectively fragmentary informatiooth preferences and
available information of a humanitarian actor mhsttaken to a higher level.

The way to reach this goal is pool sharing of infation. As partners share data,
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information, and knowledge, they refine their dexismaking and thus the
service level of aid. Especially knowledge is omast importance to more
customer service. Thereby the following is validtheé maximum value of
knowledge is produced only when it is captured simared among the different
stakeholders” (Tomasini and Van Wassenhove 20096) ar ‘The higher the

knowledge level, the higher the service level'.

Practical examples of pool sharing of informatiothwegard to an increase of
service level would be needs assessment, demaretakimg, and food
distribution. These intertwined tasks are of esakmhportance for crisis relief.
Unfortunately, they are often conducted rather sdply than together. Perry, for
instance, reports that in the 2004 Asian tsunamergency response “the
majority of the needs assessments were made selgdogtthe international aid
agencies for their own particular requirements’0(20420). Hence it would be

opportune to work together and share information.

With reference to needs assessment pool sharimjosmation is key as today’s
emergencies are very complex, making joint analysemctor in increasing
service level. Similarly forecasting based on pg@ring of information delivers
better results with respect to precision as demsuadjgregated. The better data,
information, and knowledge are, the better the dasé will be. Indeed, if two
humanitarian agencies share needs and forecasfimgnation, this reduces not
only the bullwhip effect and thus the cost of inkeg, but also increases service

level as recipients get aid in time and at thetraghount.

Another example of this approach to pool sharingide food distribution.
Regarding the equal distribution of nutrition threger update of beneficiary lists
is of extraordinary importance (Mayr 2006: 76)alfl actors share information
relating to this matter, this leads to more flegilahd accurate registers and thus
enhanced customer service as unequal food distoibus prevented. Further

organizations often agree on ration cards that nthkefast identification of
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groups of beneficiaries easier (Mayr 2006: 76).sEhare often colour-coded and
enable the instant determination of groups likeniti@s with children under five
years’, ‘New arrivals’ ‘Locals’, or ‘Internally daced persons’ (OHA 2003;
quoted in Mayr 2006: 76).

As partners share information they refine theirislen-making and thus the
service level of aid. Practical fields of applicatiwould be needs assessment,

demand forecasting, and food distribution.

Figure 70: Pool Sharing of Information: Service Leel Factors Addressed

Pool sharing of human resources

This approach to pool sharing leads to flexibilggd specialization and thus
enhances agencies’ service level. As argued inRbil sharing of civil actors
pool sharing of human resources starts where gwoirg of information ends.
The latter being a prerequisite for the former,pmyation enters a new stage. An
example of this relationship would be needs asseissand demand forecasting
that were elaborated in the section above fromgbel sharing of information
view'. The ‘pool sharing of human resources viewi, the other side, is based on
information sharing, but further incorporates thation that personnel from
different aid actors comes together in order toknam joint needs assessments
and joint forecasting. This supposedly makes repabbbut end user demand and

planning documents even more precise, a serviet-iegreasing factor.

Another example would be the HELIOS open sourcéwsoeé developed and
implemented by NGOs active in humanitarian aid af &as research and policy
making. This joint project resulted in a successtuhmon supply chain software
platform whose functions presumably could not hbgen specified without the
countless working hours of people coming from ddeeNGOs. These functions

alone increase the service level of HELIOS-applynganization®. In addition

8 Inter alia tracking and tracing (T&T). In relatiom T&T Pettit and Beresford, for example, speak of
“potential to significantly improve the effectivesseof aid delivery and minimise waste” (2009: 458).
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the software can be customized, a fact that laggtbund for more flexibility in
the field, which is — vice versa — a trigger ofvsee level improvement. Another
benefit is speed. Oxfam, for instance, has covét®d of its supply chain with
HELIOS within 18 months (Fritz Institute 2009a)oRr this speed — possible due
to open source software and information sharinghwittevelopers and

implementers — current and future beneficiariesipro

Another example with regard to specialization pdeg the World Food
Programme (WFP). This agency uses stand-by partets contribute with
cadres of specialists to logistical operations {SBowden 2003: 18). This helps
to increase service level as demand for specialcesf’ is satisfied in a flexible

and fast manner under the umbrella of WFP’s figldrations.

In order to get more precise and faster resultsgoerel from different aid actors
comes together in order to work on joint needs sssaents, joint forecasting,

joint software development, or joint research aolicy making.

Figure 71: Pool Sharing of Human Resources: Servideevel Factors Addressed

Pool sharing of inventory space

The main advantage of this approach is global pmatipning. As sharing
inventory space with partners around the globeossible, agencies elevate the
service level as they can respond faster and aperaire flexible. This is
especially valid for small niche actors like prosid of special health care. An
example with regard to fast response would be tNeHuimanitarian Response
Depot (UNHRD) in Southern Italy which is commonlgerated by the UN, the
Italian government and diverse partner agenciesy(NM806: 54). As the relief
goods and equipment stored in the warehouse aeadyircleared through
customs, participating actors can start operatamnan adequate speed. More

flexible operations, on the other side, are guaeshtthrough a worldwide

" These include not only special capabilities iridtigs, but also in terms of languages and cultural
competence (Mayr 2006: 24).
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network of inventory space sharing partners thatkkeman organization’s

geographical range of operations more comprehensive

Pool sharing of distribution

It is about sharing distribution capacity in thenfioof free volume in aircrafts,

trucks, ships, trains, cars, and the like. Due le tonsolidation of relief

shipments more beneficiaries can be served in tamgé existing ones more
frequent. The first goal is attained as excess@gpes avoided and thus more
relief goods and equipment find their way to vicinm time. Especially in the

immediate post-disaster phase this is of utmostortapce. Also the second
objective — more frequent shipments — is achiefieaigh more consolidation of
cargo heading for the same destination. As orgéaira pay reasonable prices
while shipping small amounts, a high transport Giestcy is feasible. This is

essential particularly for slow-volume shipperselikhealth care providers
(McGuire 2006: 189).

Pool sharing of relief goods and equipment

This type of pool sharing provides flexibility aadime advantage similar to the
ones elaborated above. As participating actorsahte to use supplies from
partners, their range of potential operationalvagtiwidens. If necessary, for
example, organization A is able to request a waer sanitation unit from B and
vice versa. From a service level perspective thiscept is especially valuable
when the participating agencies are specializedresdl the requested supplies
only occasionally or for short periods of time. fih¢he transaction co&fsand
thus time are relatively low — the population aféet by a crisis can be
extensively sheltered even by specialized actotkinvia short period of time.
The WFP again uses this approach with its stan@diothers that deploy service
packages which - inter alia - comprise relief goadd equipment (Scott-Bowden
2003: 18).

8 For more information, see 4.4.1, section poolisiganf relief goods and equipment.
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4.4.4.Increase of Income

The last benefit of pool sharing constitutes theraase of income. As the
humanitarian actors portrayed in this thesis ameprofit organizations, income
stands for funds of sponsors like private individuabusiness, government
agencies, foundations, academic institutions, aadynmore. In 2005 the annual
budget of international NGOs was estimated to b& Q6.9 billion (Gatignon
2007; quoted in Koch 2009: 1). As many actors imedlin humanitarian work
compete for funding, it is important for an agemecybe outstanding with regard
to quality, quantity, speed, or flexibility. It ismportant to have a core
competence that distinguishes one from anotheru@toba and Gray state with
regard to NGOs:

“Efficient emergency relief chain performance hasplications for NGO
business continuity.[...]Consequently, only thoseerinational NGOs that can
leverage emergency relief chain management adexafhtiator and competitive
tool in the ‘crowded’ humanitarian sector are likdb possess a sustainable
competitive advantage in the competition for dofwsrds, thereby guaranteeing
their business continuity and survival.” (2009: 485b)

Oloruntoba and Gray list supply chain manageme@M¥pbas key differentiator
that provides a sustainable competitive advant2g@9; 495). Recovering the
already elaborated facts of this thesis it can ted that pool sharing is
embodied in the SCM concept. Its principles likdueaoriented cooperation
mirror those of SCM. Consequently the author o$ tihiesis believes that pool
sharing can support an agency’s core competencéesatself a competence that
can make the difference. Tomasini and Van Wassenhior instance, call a
“central platform” of agenci&S— a structure well known in pool sharing — a key
differentiator when it comes to donor funding as #dministrative costs of the
platform are lower than those of solo-acting orgations (2009b: 85-86). In
conclusion all the manifestations of pool sharirrgspnted in chapter four —
already realized or yet concept — have the potetatieonstitute this competitive

advantage and secure an agency'’s funding.

8 The in 4.2.3 presented HELIOS Users Group (HUG)Idibe an example of a central platform.
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4.5. Obstacles to Pool Sharing

This subchapter deals with obstacles to pool sparBefore the four main
obstacles are presented — namely donor orientatmmpetition, organizational
culture, and lack of strategic thinking — the canhtef pool sharing is briefly

reviewed.

Pool sharing is an eligible concept within humanmsta logistics whose main
benefits are a decrease of cost, a decrease panshcrease of service level, and
an increase of income. However, it is mainly comgapas the number of
organizations that thoroughly apply pool sharingsigposedly lof?. Many
logisticians prefer to work on their own with oditfle cooperation (Thomas and
Kopczak 2005: 6). Schulz and Heigh, for instanttaca logistics personnel little
willingness to account for best practices eithepliegd by other humanitarian
actors or by private business (2007; quoted initPattd Beresford 2009: 451).
Reasons for the former may be the reluctance of sl@ommunicate - this is
especially valid for Southern NGOs (Lenzen 2001;: d2oted in Appel 2009:
97) — and the conflict of an organization’s selenest and its professional
interest (Brock 2001; quoted in Appel 2009: 97)e ®ttors themselves respond
differently. Asking, for example, major Austrianlie# organizations about
cooperation during the 2004 Asian tsunami emergeesyonse, Bock found out
that they reduced cooperation to information slaridue to different
philosophies, key activities, goals, budgets, andrs(2006: 52). In addition they
tend to work within the existing network structuggheir partner organizations
(Bock 2006: 52). The Austrian Red Cross works witiie IFRC, CARE Austria

within CARE International, and the like.

82 Some findings of a study of Koch and Van der Ladtiiough 58% of 47 questioned NGOs in the
Arusha region of Tanzania (characterised by agenagentration) have cost sharing agreements with
other organizations, only 43% share human resouBggé share means of distribution (especially
vehicles), and 27% conduct joint fundraising (200)/:Regarding the sharing of information in thiefe
efforts triggered by the 2004 Asian tsunami 56%ogfsticians shared information about how to set up
the supply chain (Thomas and Kopczak 2005: 6).
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However, besides the lack of communication, ad-h@nagement and well-
established agency-specific networks, the authorthef thesis chose donor
orientation, competition, organizational culturaddack of strategic thinking to

be the main obstacles to pool sharing.

Following research humanitarian logistics are ctimrézed by a reluctance of
agencies to communicate and the conflict of anmegdion’s self-interest and its
professional interest. The actors themselves spedkferent philosophies, key

activities, and goals and prefer to work in thenoek structures of their partners.

Figure 72: Obstacles to Pool Sharing: Reasons

4.5.1.Donor Orientation

Basically donors are - as income-providing insimi$ - very important
stakeholders of humanitarian organizations. Thepdrtance must be taken into
account and their interests, requirements and tiondiconsidered (Thomas and
Kopczak 2005: 11). This basic donor orientationatiable. Anyway, often the
relation between sponsors and aid agencies incgmidynamics that prevent
interagency cooperation and thus pool sharing.rideisequences — at the same
time the name of the following sections — are midgd funding, earmarked

donations, and adoption of donor structures.

Misguided funding

When we talk about the work of humanitarian acttssically programs and
support services are meant. The former activitteshgghly ‘visible’ and include
services like the provision of food, water, sheltsanitation, and the like,
whereas the latter ones are rather ‘invisible’ aoohprise logistics, technology,
communication, human resources, and more (ThomdsKapczak 2005: 5).
Pool sharing is incorporated within the second nrviSible’ — sphere. As it
combines logistics, technology, communication, andman resources, it

provides the basis for the front-line activitiesntiened above. Unfortunately,
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donors want to fund programs, not support. Reggrdingistics, for example,
Thomas argues that many sponsors not even undeanésarole and importance
(2003: 1). Hence receivers of funding would spemgirtmoney on operations

rather than on administration (Lewis 2007: 20). fhlas and Kopczak state:

“Funds are usually allocated by donors to progravith a certain percentage

allowed for administration, which includes suppditwus, the focus is on short-
term direct relief rather than investment in systend processes that will reduce
expenses or make relief more effective over thg-®mm. As a consequence,
logistics and other support services may not halsaate funding for strategic

disaster preparedness, and investing in infrastrectsuch as information

system&’, is discouraged.” (2005: 5)

Arguable aid agencies follow this direct requiremenis called direct as it is
usually bound to public support and thus fundingvéttheless, thereby pool
sharing is impeded as “strategic disaster prepassinopportunities are
discouraged” (Thomas 2003: 7).

In contrast to ‘invisible’ activities like logistic or information technology

donors tend to fund ‘visible’ ones like the prowisiof water or shelter.

Figure 73: Obstacles to Pool Sharing: Misguided Fuiing

Earmarked donations

Another type of direct requirement is an earmarkdahation. Regarding
procurement, for example, there are basically n@osgibilities for humanitarian
actors. They could choose between an open andtrcted tender (McGuire
2006: 142) as well as pool sharing where infornmatioth partner agencies is
shared or even joint purchasing agreements arellatdol. Anyway, often
national legislation and — especially — donor regmients must be considered
(McGuire 2006: 142). Sponsors may, for instancg, danations to a special
source of supply, to a country of origin, or evenat type of purchase like

collaborative sourcing. The first two examples aa support any pool sharing

8 Mayr, for instance, lists e—procurement, advaricacing and tracking methods, and inventory
management systems (2006: 87).
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thoughts, whereas the third one does. Hence dentimough their requirements
— have the possibility to do both encourage andoadisage pool sharing.
However, historically sponsors have not fostereghicincentives to coordinate
and cooperate (Tomasini and Van Wassenhove 20@b:Ubfortunately, this

pattern still appears to prevail today. Tomasi san Wassenhove state:

“Agencies also differ in their funding mechanismigieth have a direct impact on
their flexibility. Earmarked donations pose a chagje for coordination, limiting
the ability of agencies on the ground to reallocatources as they deem most
suitable.” (2009b: 84)

Sponsors often tag donations to a special soursapgly or to a specific country

of origin.

Figure 74: Obstacles to Pool Sharing: Earmarked Daations

Adoption of donor structures

As we have heard before, donors tend to fund opedtrather than strategic
disaster response and may require earmark donatidmsth direct formalities
that humanitarian actors usually comply with in erchot to loose income.
Sometimes aid agencies even — consciously or unmusdy — adopt their
organizational structures to those of their spamsior this case we can speak of
an indirect requirement. This is especially valid NGOs. Their work is often
characterized by a cycle of temporary and undeddnprojects and thus they
“live from grant to grant and project to projecGistavsson 2003: 7). In order to
secure long-term funding many organizations startatign their funding
applications and their financial cond®cto those of their donors. Regarding
‘Northern’ NGOs this development has been recotoledKuhn who traces this
change back to co-financing agreements stipulateddmors (2005: 171-173;
quoted in Appel 2009: 129).

8 This comprises accounting, reporting, and the like
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Further bureaucratic structures manifest themsetigs to strict regulations
relating to the sizes of food aid, and the categtion of beneficiaries
(Feldbriigge 2001: 76). These new administrative atels on aid agencies are

challenging. Suzuki states:

“NGOs which are funded by donors must always piiei the provision of
reports and information to these donors, but atsdume time the organization
must maintain a focus on the implementation ofguty and the maintenance of
effective relationships with the beneficiaries.99¥; quoted in Lewis 2007: 202)

Altogether this situation incorporates considergiseblems to pool sharing as it
makes the — besides agency-beneficiary and agemuyrdcooperation - third
layer of humanitarian work, namely agency-agencgpeoation, even more
difficult. As an organization’s capabilities arenlted, and used to full capacity,
inter-agency activities like joint appeals for fendre often neglected. In
addition, following Carroll, this growth of ‘contcéing’ reduces organizational

learning and effectiveness in general (1992: 18tepiin Lewis 2007: 77).

In order to secure funding many organizations startalign their financia
conduct to those of their donors. This growth aftcacting impedes pool sharing

as an agency’s capabilities are limited and jopgeals for funds thus neglected.

Figure 75: Obstacles to Pool Sharing: Adoption of Bnor Structures

This subchapter has dealt with donor orientatioyndnics of donor-actor
relations often constitute an obstacle to pool isgaas they often lead to
conforming actions of aid agencies and thus to oyl funding, earmarked

donations, and adoption of donor structures. Olmtoe and Gray conclude:

“A significant proportion of the problems, challe&sgand complaints associated
with both the international and domestic managerméerimergency relief chains
may be traced to a simplistic, almost exclusivetaumer service focus (and
reliance) on governmental donors and their ageriqi2309: 488)
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4.5.2.Competition

This subchapter deals with competition as obsttxleool sharing. Before two
main drivers of competition in the humanitarian ldoare analysed in detail —
namely power and agency concentration — the gegerdext of competition in

this sector is presented.

An aid agency has two types of interests, profesdiand selfish ones. In an
ideal world, the former interests would by far oeigh the latter ones, and all
participating actors in crisis relief would have ttame goals as well as thorough
knowledge with regard to the capabilities of thieeotpartners (Relief Web 2005;
quoted in Mayr 2006: 24). Anyway, in the presentrldioit appears that
professional and self-interests are in constaniggte for the lead. On the one
hand there is cooperation to achieve humanitarigectives, whereas on the
other hand there is competition (Mayr 2006: 24)erBly self-interest especially
addresses an organization’s mode of operating andifg (Long and Wood
1995: 216-226). Thus fundraising is of major impade as first, aid actors
presumably do not have any income generated bypraahucts or services, and
second, limited resources trigger competitidiorfasini and Van Wassenhove
2009h: 84).

Hence competitive patterns have flourished betwdd#N agencies and
international NGOs (Stephenson 2005; quoted in Wilmba and Gray 2009:
495). These patterns are fortified if aid actorgleet to differentiate themselves.

With regard to NGOs Oloruntoba and Gray state:

“Many humanitarian NGOs do exactly the same thirthey go to the same
donors (governments, institutional and privategythise the same mass media to
raise funds; their marketing strategies are vemyilar; and they use the same
transport carriers and logistics service providd)09: 495)

Especially marketing is of major importance whewgadmes to fundraising. The

more distinguishable an agency is, the easier tis mharket itself as something
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special. Eventually this may culminate in being mnd. If, however, an
organization lacks to achieve this, other actor$ va able to quickly copy any
new marketing strategies employed (Daugherty, Stand Ellinger 1998: 47).
The result is competition and “often to the detmt® valuable coordination”
(Fenton 2003: 24). Thus it would be purposeful ieghese organizations an
incentive to collaborate. Then their cooperatioselit would incorporate a
distinguishing effect and promote funding. So fanars have lacked to do this

asTomasini and Van Wassenhove report:

“They (note: donors) have indirectly promoted cotitjma by funding individual
agencies based on their standalone performancegpadity, and, to some
extent, branding.” (2009b: 85)

In the humanitarian sector professional and sédfré@sts are in constant struggle
for the lead. Due to limited funding, competitivatigrns have flourished. These
patterns are fortified if aid actors neglect tofeliéntiate themselves. So far

donors have rewarded individual, but not joint elifntiation.

Figure 76: Competition in the Humanitarian World

OCHA and UNJLE aim at avoiding competition. However, due to poaed

agency concentration a certain degree of compefisitikely to remain.

Power

Every cooperative effort needs the sharing of imition. This force for good

may be at the same time seen as a force for evis. i§ because of the fact that
information is power. Data, information, and knoside usually make an
organization special and thus may deliver a cortipetadvantage. Agencies fear
to loose this advantage when they share informatwth others. As these

patterns of power are supposedly valid for both tdweporat&® and the

humanitarian world, we can use an argument of BsaerCloss and Cooper

% Others would be the Humanitarian Logistics Assiimia(HLA) or the International Federation of Red
Cross and Red Crescent Societies (IFRC).

% Harrison and Van Hoek, for instance, identify thisuse of power as a main barrier to a functioning
supply chain (2002: 236).
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who state that “in most business situations, kndgaels power, so unwillingness
to share and a general lack of understanding hosh&we knowledge are not
uncommon” (2007: 259).

A type of power-bearing information that agenciee eeluctant to share is
funding source information (Lewis 2007: 184). Anatlwould be information

about logistics processes — thereby Mayr even tatt@sny organizations to
follow the “The organisation which is first at tdesaster site gets more publicity

and thus more donations” principle (2006: 87-88).

Information is power. Thus many organizations arewilling to share it. A typ
of power-bearing information that agencies are atelut to share is funding

source information. Another would be informatioroablogistics processes.

Figure 77: Power — Background of Competition

Agency concentration

The second driver of competition presented is ageoconcentration. As
explained in 3.4.5Location decisions increasing returns to scale, labour
mobility, and path dependence are triggers of NG@hcentration. This
phenomenon causes competition and thus impedesiamm. In literature on
humanitarian logistics such statements can be faumd regular basis. Thomas
and Kopczak, for instance, argue that “with an easing number of aid
agencies, the competition for donor funding isiggtimore intense” (2005: 4).
Similarly Perry reports with regard to the 2004 &sil sunami that “the presence
of so many aid groups hampered coordination effd@807: 421). In order to
better understand this connection between agenegepce and competitive
patterns, we first have to distinguish betweeneddht types of cooperation.
Thereby a reference is made to chapter 4.1 whasethevels of cooperation
were already explained. These were introduced bghKwho set up the

following benefit-oriented classification schem@@2: 130):
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» Level 1 cooperatiols characterised by high selective benefits faliviiual
NGOs, but not for the end beneficiaries. A clagsiample of this level would
be cooperation that aims at the funding supply taim like joint

fundraising via websites, joint project proposalgoint appeal for funding.

* Level 2 cooperatiostands for general benefits for both individual ®&Gand
the target group. It usually aims at operationadliqy like joint training

centres for staff or a mutual quality control syste

» Level 3 cooperatiomlelineates high benefits for the end beneficiates not
for the individual NGOs. Activities like the coordition of regional and

thematic priorities fall into this level.

Given this basic information the elaboration of tteusal connection between
organizational concentration and competition castheted. Works on this issue

can be both conceptual and practical.

Authors like Cooley and Ron (political economy apglon NGOs), Giles and
Evans (social psychology applied on inter-grouptihigd, and Olson (political
economy on collective action) argue from a theoattpoint of view. Cooley and
Ron, for instance, assert that the more local aunagon of aid agencies takes
place, the more strategic and opportunistic bemavauld be the consequence as
organizations seek to secure their survival (2a@fiihted in Koch 2009: 128).
Similarly, Giles and Evans - who use a power-ogdnapproach - come to the
conclusion that increasing concentration would IteBu individual action to
struggle for the control of economic, social, amditigal structures (1986: 483).
Also the argumentation of Olson relates to the farmnes. He argues that in
bigger groups individual benefits would become lessticeable, whereas
transaction costs would increase - an incentivegid situation that eventually
leads to less cooperation (1971: 62). As we haea,steoretical publications

from 1971 to 2002 state ‘The more concentratioe, féwer cooperation’ and
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trace this competitive pattern back to the confladdout influence spheres.
Arguable the trigger of cooperation manifests ftgelthe selective benefits for
the individual organization, and not in the comnhb@mefits for the group (Olson

1971: 2). As Olson argues this is especially vadidmedium- to large groups:

“Indeed unless the number of individuals in a graaguite small[...jational,
self-interested individuals will not act to achiewleeir common or group
interests’ (1971: 2)

This has an impact on the level of cooperationgsreti by humanitarian actors.
Thus the conceptual approaches presented befogpphed on the cooperation
classification scheme of Koch. Thereby, level 1 pmation - exclusively
benefiting individual organizations - manifesteitoften and following Olson is
the maximum cooperation level of large grolip§1971: 2, 62). Level 2
cooperation benefits both agencies and the tamgeipg and according to Olson
would be the maximum cooperation of small groupd7(t 2, 62). The third
level of cooperation provides mainly collective b8ts. Its manifestation
follows the ‘Value especially to beneficiaries, Imat to agencies’ pattern and is
supposedly rare. Interestingly, collective bened#gtsd to reach their maximum at
medium-level concentration due to existing NGO clementarities and modest
competition for funding and beneficiaries (Wade &98arr and Fafchamps
2005; both quoted in Koch 2009: 128-130).

Practical approaches to the concentration-comgpetiisue deliver a NGO study
of Van Laan and a NGO simulation game of Koch, betimultaneously
conducted in 2007 in the Arusha region of TanzaAif@ica. The former is a
classical survey made up of 47 structured intergi€éWan Laan 2007: 16). Its
two main findings are now introduced to the read@nst, Van Laan found out
that 69% of respondents state to cooperate on lever% on level 2 and only

9% on level 3 (2007: 39). Second, it shows thatrtioge concentration occurs

8 This is valid unless there “is coercion or sonteeospecial device” (Olson 1971: 2). Olson nambs “t
force of patriotism, the appeal of the nationabidgy, the bond of a common culture, and the
indispensability of the system of law and orde@71: 13).

139



(Arusha city), the lower cooperation (fewer houssjVan Laan 2007: 32). Both
points basically validate the theoretical assumnmstigpresented before. The
second endeavour to proof the causal connectioweleet concentration and
competition is the NGO game conducted by Koch witle help of 37
participating agencies (Koch 2009: 172). The figgdinof this extensive

simulation gam® are analogous to the ones of the survey:

“The more concentrated teams (teams that worketti@same theme and/or had
more players) scored lower on cooperation. Theyxeeaed in funding fewer
joint projects that benefited the community.” (Ka2b09: 137)

Consequently Koch concluded his research by stéiagboth survey and game
“make it clear that high levels of concentratiomdeto reduce cooperation”
(Koch 2009: 143). Interestingly, both empiric stslilisted fundraising - an
example of level 1 cooperation — the only exempitbrthis relation. NGOs

reported to continue respectively continued thigetyf joint action even in a
competitive environment (Koch 2009: 143). Koch coamts this with “NGOs

are only willing to cooperate when it benefits thewvn organization, and cease

to do so when those benefits are not guarante@@9(2143).

In bigger groups individual benefits become lesceable, whereas transactipn
costs increase - an incentive-reducing situatian lgads to less cooperation gnd
more competition for the control of economic, scand political structures.
Consequently, following a survey of 47 NGOs in Tama 69% cooperate gn
level 1, 57% on level 2, and only 9% on level 3rf\taaan 2007: 39).

Figure 78: Agency Concentration: Trigger of Competiion

8 For information regarding internal (game desigm) external validity (survey), see Koch 2009: 139-
141.
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4.5.3.0rganizational Culture

This subchapter deals with organizational cultuseobstacle to pool sharing.
Before presenting manifestations of this scena@hayacteristics of aid agencies’
organizational culture are presented. They laybtekground of this challenge to

pool sharing.

Characteristics of aid agencies’ organizational ctilire

This section starts with a quote of Osborne andstia who define
organizational culture to be “a set of behaviouemhotional, and psychological
frameworks that are deeply internalized and shdsgdthe organization’s
members” (1998: 255). This shared value systemeguiadividual and collective
decision-making and thus is a strong determinantafbactivities. Regarding
humanitarian actors these common frameworks rdi@atéthe alleviation of
suffering of victims of disasters and humanitareanergencies” (Thomas 2003:
7)%°.

Anyway, at the same time organizational culture bana challenge to new
logistics approaches like pool sharing. The readmetsind this may be either
general or specific to the humanitarian sector.ekample of the former would
be information. As was explained in the previouschiapter individual
knowledge is power — a situation that impedes gbaking unless the perceived
benefits of shared knowledge are high enough togdahis. With regard to
organizational culture information is essential .tddata, information, and
knowledge gathered, compiled, and created by aanargtion, form its specific
culture. It is when this information becomes sactbdt pool sharing is
discouraged. The main reason behind this may keptha sharing incorporates
new and/or differing information. It is hard to fape old ideas and realities with
new ones if data, information, and especially kremlge are “entrenched and

hard to replace” (Tomasini and Van Wassenhove 20029).

8 values are based on general assumptions offlifthi$ case they could be traced back to faith, the
humanitarian principles, altruism, and the like.
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An example of the latter — reasons specific tohimmanitarian sector — would be
aid agencies’ values regarding the recruitmentogistics personnel. Thereby
humanitarian actors tend to appreciate an indiVisltitude more than his or
her capabilities. Consequently many neo-logistEiaave no prior on- or off-the-
job training. Thomas reports:

“People who choose a career in this world come frdinerse and varied
backgrounds. Our sample of head logisticians irediuan actor, an osteopath, an
extreme sports enthusiast, a nurse and a countmggea.” (2003: 7)

Following Oloruntoba and Gray only 45 out of 10@i&ticians of humanitarian
organizations have a university degree or any dtr@nal qualification in areas
like transport or logistics (2003:4; quoted in Mdf@u2006: 33). This type of
culture tends to promote logisticians that areaatttitude-led than capability-
led. Their focus is rather on the ‘big thing’ th@m process improvement
(Thomas 2003: 7) and their background often lacky axperience with
corporate logistics management (Gustavsson 200Evén if this slowly starts
to change, it is still a situation leading to misragement and lack of strategic
thinking. Pool sharing, however, needs strategiikthg. Whereas examples of
mismanagement are presented in the next sectiok,dastrategic thinking is

elaborated in the following subchapter.

Organizational culture can be a challenge to pbakieg. The reasons behind
this may be either general or specific to the hutaaan sector. An example of
the former would be information as it forms an aigation’s specific culture. |

is when this information becomes sacred that pbatisg is discouraged. An
example of the latter would be aid agencies’ vahegmrding the recruitment of
logistics personnel. As these are rather attitediethan capability-led, only 45

out of 100 logisticians have a formal qualificatiortransport or logistics.

Figure 79: Organizational Culture: A Challenge to Pol Sharing
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Manifestations of the obstacle ‘organizational culire’

The author of this thesis chose three examples,elyafack of institutional
learning, ineffective leveraging of technology, amrdanizational independence.
The first phenomenon was explained by Thomas assetpence of
“organizational culture and high employee turno@003: 7). Thereby it can be
argued that ‘high employee turnover’ also belorgshe sphere of an agency’s
value system due to its temporary mission and tahee to insist on a stable
staff. From a value point of view it is accepted®active as logistician for only
nine months or one year. Consequently high (fidlog)stics personnel turnover
is enabled — Thomas and Kopczak speak of up to 8865: 6). As staff
changes frequently, usually information is losttters are not followed up, and
individual connections with employees of other exi@re discontinued. Edwards
speaks of a value system that restricts informatinchange (1994; quoted in

Lewis 2007: 214). And Thomas and Kopczak mention:

“The experience of the occasional veteran logmtias largely tacit and difficult
to communicate to the next generation, nor isangferred from one field context
to another.” (2005: 6)

The incubation time of innovative processes is #losgated. And pool sharing
can be regarded as (process-) innovation. The deooanifestation is the
ineffective leveraging of technology. As the orgaional culture of many
humanitarian actors for a long time has appreciabedsion more than
implementation respectively ‘product’ more thanopess’, opportunities with
regard to technology have been wasted. Thomas ttaisa ‘pain point’ as
“‘while  the technology exists for creating the dedir IT

solutions]...]Jorganizational culture]...Jimpeded sysgedevelopment” (2003: 8).

The third issue to address is organizational inddpece. Basically a positive
thing it can turn out an obstacle to pool sharifgew laid out in a radical way.
The International Committee of the Red Cross (ICRCQuch a case where the

struggle for absolute independence impedes coaperafoby Lanzer, the
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Humanitarian Coordinator of UN activities in ther@al African Republic, had

to take this in consideration:

“Of course, some organisations, such as ICRC, arefd of such efforts to
bring together the aid community, but we made éiaclat each step that joint
analysis and coordinated planning would in no wewimish or infringe on the
independence of organisations.” (2008: 110)

Red Cross representatives themselves — in this aas@ustrian Red Cross
officer interviewed by Lipok - state that extensim@operation with actors like
UN agencies or NGOs would be restrictively scrutoi as following the
organization’s principle of independence such jaiction would not be possible
(2007: 79). As dunantists they see themselves as being different to UN
agencies. So the latter would often pursue diffepatitics, e.g. in combination

with a peace-keeping missiBr{Lipok 2007: 107).

As we have seen organizational culture can limforimation exchange and

L4

logistics capabilities, and thus may lead to a latknstitutional learning, tc
ineffective leveraging of technology, and to theampromising desire to stay

independent. Such a value system impedes poohshari

Figure 80: Manifestations of the Obstacle Organizadnal Culture

4.5.4.Lack of Strategic Thinking

Organizational culture can trigger a lack of swatethinking. This subchapter
describes what this implies for pool sharing. Thesanifestations are now

presented in the following sections, namely no gedoon of the strategic

% Dunantists solely adhere to the humanitarian jpies of humanity, neutrality, and impartiality. gh
beliefs follow the ones of Henry Dunant — the $pgirector of the Red Cross - and they “advocatera
interventionist strategy in conflict” (Tomasini amdn Wassenhove 2009b: 24). For more informatien se
3.4.2.2.

%1 peace-keeping missions and large-scale emergenese the military. Usually aid agencies neglect
cooperation with the military as they fear “thadsg association with the military could undermine t
neutrality, impartiality and independence that elsterises humanitarian aid” (OECD 1998: 10).
Anyway, regarding large-scale emergencies like2th@4 Asian tsunami such an assessment is
unfounded. Following the OECD the UN even builda@fy of their aid agencies’ logistics systems in
order to “raise the bar’ above which military invement becomes necessary” (OECD 1998: 15).
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importance of logistics, no communication of theatggic importance of
logistics, and no understanding of strategic mamagye. Thereby the word ‘no’

is symbolic and refers to insufficient.

No recognition of the strategic importance of logiscs

Pool sharing is about individual agencies that esl@pacity in any form like
information, human resources, inventory spacetidigton, and relief goods and
equipment. A prerequisite of this concept is a $upghain perspectivé.
Bowersox, Closs and Cooper define supply chain gamant (SCM) as “firms
collaborating to leverage strategic positioning atwd improve operating
efficiency” (2007: 4). However, if aid agencies Ifao regard logistics as
essential, as key to SCM, this lack of strategicking constitutes an obstacle to
pool sharing. As this is still common today we hé&waleal with no recognition

of logistics’ strategic importance. Tomasini andhW&assenhove 2009b state:

“A significant stumbling block to better preparedasen the humanitarian sector
has been the failure to have logistics recognizedraessential element of any
relief operation.” (2009b: 52)

Similarly argue Fenton (2003: 23) and Gustavssdi032 7). Of course, this
attitude also affects human resources. From theorsen the field level
logisticians are underrepresented. Thomas and Kabpdar instance, revealed in
their research that most budget-controlling joles @ecupied by program staff
and that only 42% of the field assessment teamweadh the 2004 Asian
Tsunami emergency response included a logisticB00F: 5). Furthermore
logistics personnel lack on- and off-the-job trami— a prerequisite of pool
sharing. The Fritz Institufé conducted a survey of 104 senior logistics marsger
employed by 17 different aid agencies in orderxXplae if the ‘required skills’

in their job are matched by ‘perceptions of avddadind required training’ (Fritz

2 The major difference between commercial and hutagan SCM is their bottom-line goal: in the
former case it is profit, in the latter case ithe adequate service level granted to beneficigfiemasini
and Van Wassenhove 2009a: 549)

% In contrast to support staff. Program staff pregidvisible’ activities like the provision of foodater,
and shelter. Support staff conducts ‘invisible’iaties like logistics, technology, and communicas.
% For more information see 4.2.3.
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Institute 2007a: 14). The following figure showe thix key skills identified by
the respondents and their approval rating as vgaha existing training of these
skills (expressed in %).

Key Skills Approval rating in % Training in %
Managing people who 95% 41%
perform logistics
Performance 91% 41%
Measurement
Development of logistics 91% 34%
strategy
Recruitment and training 88% 33%

of new personnel

Setting up supply chaing 85% 39%
for new programs /
operations
Process development 83% 20%

Figure 81: Lack of Strategic Thinking: Insufficient Training of Key Skills
(based on Fritz Institute 2007a: 15)

All these skills are essential to pool sharing. yfivecorporate the potential to
learn from past missions, to constantly think akdotire requirements, to start
matching these requirements with the organizatiggr@cesses, and to make
human resources ready for these processes. Urdbetyrhowever, aid agencies

do not adequately address these issues as Fitzie's survey shows.

With this background information in mind one shouolat wonder that there was
a lack of qualified personnel in the 2004 Asianriaui relief efforts. Following

a survey of Thomas and Kopczak 88% of large huragait agencies
temporarily withdrew senior logisticians from onggi missions in Sudan in

order to fill this gap (2005: 5). Thus: pool shgrineeds more ambition. And:
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training is not training. Its proper realization eds adequate project
management, input from outside the organizatiod, standardization (Thomas
and Kopczak 2005: 6).

No communication of the strategic importance of loigtics
Even if aid agencies are aware of logistics’ imaoce, pool sharing potential is
often lost due to communication problems. Thomad Kopczak chose an

analogy to explain this issue:

“The transformation of logistics from a periphefahction to a strategic one in
the private sector can be traced back to the tirnenwogisticians began to be
able to measure and communicate their value.” (200b

Basically this is also valid for humanitarian lagis. In order to communicate
achievements to the public, to donors, to benef&sa to governments, or to
other humanitarian actors, performance measurensemtecessary. Thereby
evaluating best practices could be obtained froormpamies that — like aid
agencies — are active in an environment charaetery/ a series of projects
(Thomas and Kopczak 2005: 11).

No understanding of strategic management

Aid agencies lack understanding of strategic mamege. This inadequate
thought and practice may be due to the fact thatdmitarian actors historically
have shown the pattern of following commercial agghes with considerable
delay. NGOs, for example, considered managemdu toper se - insufficient to
the non-profit sector (Lewis 2007: 191). This ate has led to a situation where
management is only seen on an ad-hoc basis — tald@trenent of “formal
management training and techniques” (Lewis 2007).1Bollowing Dartington
this created priorities in management that appteciaission more than
objectives (1992; quoted in Lewis 2007: 191). Anust operations-only

management is still common.
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Another lesson of history provides the strategi@anping approach in
humanitarian logistics. The strategic planning @&mtcwas introduced by
academic institutions and large US-American corpong in the 1970s.
Ironically it is basically the opposite of the aledisted ‘ad-hoc management’. In
the humanitarian sector it needed 20 years for dbrecept to be accepted and
implemented — at a time when strategic planning alasady considered out-
dated in private business (Lewis 2007: 23). A phasgan where aid agencies —
especially big Northern NGOs — have tried to ‘deSitpeir activities with help
of plans. However, how would you ‘plan’ a pool shgrpartnership? Plans are
too static to deal with this type of active parsiep characterised by “ever
evolving roles and unexpected outcomes” (Lewis 12fted in Lewis 2007:
185). In addition strategic planners tend to lagisproportionate focus on their
own organizations factors while neglecting the oofetheir environment. Lewis

states:

“The success or failure of a development NGO tleeeetiepends largely on its
ability to influence its environment and appreciatgside forces correctly, and
NGOs are more dependent on these external factoasm tmost other
organizations.” (2007: 166)

Thus researchets demand that a truly strategic management perspecti
incorporated in overall supply chain managementas to be applied. If the
historical pattern of ‘humanitarian managementoiw business management’
stands the test of time, future humanitarian loggstperformance will be

measured at the supply chain, and not at the argéon level®,

Aid agencies often use either some kind of ad-hanagement, or plan-oriented
planning procedures. Regarding the creation oftarosphere that enables paool

sharing both management techniques are insufficient

Figure 82: Lack of Strategic Thinking: Insufficient Management Approaches

% An example being Perry (2007: 414)
% This thought is based on Bowersox, Closs and Qoohe predict the “supply chain as a primary unit
of competition” in logistics (2007: 8).
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5. Conclusion and Outlook

Conclusion and Outlook consist of three sectiofe first is a brief summary of
the thesis’ scope, structure, and findings. Theomsgcanswers the research
questions stipulated at the beginning of this wdike last section provides an

outlook based on the factors that promote poolispar

This thesis has dealt with pool sharing in humaiaitalogistics. Recovering the
already elaborated facts of this thesis it can ted that pool sharing is
embodied in the supply chain management concept.dParing is the capability
of pool members to share capacity in any form likéormation, human
resources, inventory space, distribution, and fredi@ods and equipment. All
kinds of actors - civil, public, and private - clam part of such a pool. This thesis,
however, focuses on civil actors like non-governtakarganizations (NGO) and

UN agencies.

Pool sharing — defined as process innovation — nalygsed on both the
conceptual, and the practical levels. On the forenel literature on partnerships
is used to define the fundamentals of a pool shamtationship - the sharing of
risk, the free exchange of information, and procedgegration. In addition

different designs of this concept are presentedti@npractical level the thesis
summarizes the status quo and presents the Unisdtbnd Office for the

Coordination of Humanitarian Affairs (OCHA), the ited Nations Joint

Logistics Centre (UNJLC), and the Humanitarian Istigs Association (HLA).

With help of this structure’s findings it can benctuded that pool sharing is an
eligible concept within humanitarian logistics. h&in benefits are a decrease of
cost, a decrease of risk, an increase of servigd,land an increase of income.
However, pool sharing is found to be mainly conaaptas the number of
organizations that thoroughly apply it is suppogedry low, with pool sharing
of information being an exemption. Existing obstacto the implementation of
pool sharing turned out to be donor orientationmpetition, organizational

culture, and lack of strategic thinking.
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Q1: Why do organizations cooperate?

This question is of utmost importance to pool si@ariThe author sees pool
sharing as part of cooperation. Cooperation - jopgration or action (Princeton
University 2009) — stems out of a certain relatitopdbetween actors. Identified
as triggers of cooperation have been interdepemdeupply chain management
and donor requirements. Interdependence denotéshtimanitarian actors are
dependent on others with regard to capacity oriapgation. Supply chain
management, on the other side, tackles the challehglobalization. Also in the

humanitarian sector globalization is a big issweker states:

“Increasingly a world with fewer boundaries callsr forganizations able to
transcend vertical and horizontal boundaries ardterhybrids that are both cost
effective and responsible to local, regional, ddmgesnternational and global
communities of interest.” (1998; quoted in Lewi$©20132)

These fewer boundaries combined with a higher nurobbecrises and NGOs
make it necessary to cooperate. Donor requiremehss, third trigger of
cooperation, are also influenced by this paradidnft @and now show more

incentives for cooperation than in the past.

Q2: What are the fundamentals of a pool sharing reltionship?

As there is neither a specified definition of pebaring nor a defined framework
of its characteristics, the author has applied ghtsi of business partnership
literature as well as his own thoughts on pool isigain order to close this gap.
Pool Sharing is defined by the author as beingrineeship — a specific form of

relationship within a supply chain. This type ofomking together stands in

between arm’s length relationships — where trammastare solely based on the
market price — and vertical integration — where tao more actors own a

common organization (Harrison and Van Hoek 2003)21

Following the author of this thesis a pool sharietationship’s fundamental
requirements are the sharing of risk, the free amgk of information, and

process integration. Moreover, pool sharing refesiops are characterised by a
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part-standardised organizational structure. Thismeethat the partnership has
“‘common elements in organization, terminology, gmacedures” (Auf der
Heide 1989: 137).

Q3: Which designs of pool sharing exist?

Pool sharing relationships are designed aroundyfye of capacity shared. Some
share only information, while others share multiplpes of capacities. In total
this thesis has identified information, human reses, inventory space,

distribution, and relief goods and equipment.

Information - defined as data, information, and Wilenlge - is the most
important capacity and yet the only one widely shan the humanitarian sector.
Examples of information coordinators would be théN Wffice for the

Coordination of Humanitarian Affairs (OCHA) (4.22), and the UN Joint
Logistics Centre (UNJLC) (4.2.2.2). They collectteral of their participating

agencies and disseminate NGO contact details, detgec GIS-based country
maps, infrastructure assessments and updates,paranprocedures and

schedules, and customs issues.

Manifestations of shared personnel, on the othde,sare common projects
where persons from different agencies come togethesrder to work on a

specific topic, or even the sharing of personshe sense of an agency for
temporary work. Examples presented in this theses -a inter alia — the

development and implementation of HELIOS softwa.G) and WFP’s stand-
by partners (4.4.1).

Similar solutions exist with regard to inventory asp. Either member
organizations provide it to other agencies in ergeaof another form of
capacity. Or pool partners set up an inventory reetigether and thus share

investment- and operating costs. Regarding the dortype of inventory pool
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sharing Bock recommends an online platform thaicalies free space to other

humanitarian actors in a fast and efficient wayO@®7).

Sharing distribution capacity in the form of freg@wme in aircrafts, trucks, ships,
trains, and cars, is another possibility of pooarsitg. With the help of this
approach excess capacity can be avoided and tsts realuced respectively end
beneficiaries faster served. In this matter UNJLG@ghanistan acted as
coordinator: especially airlift capabilities andoaaities of manifold actors were
recorded, matched with the needs of humanitariatorgc and assigned
accordingly (Tomasini and Van Wassenhove 2009b72)1-Furthermore it
would be opportune - analogous to inventory spate set up an information

system that works like a distribution capacity exaipe.

The last type of design - pool sharing of reliebds and equipment - is rather
conceptual. The WFP again uses this approach wstistandby partners that
deploy service packages which - inter alia - cos®relief goods and equipment
(Scott-Bowden 2003: 18).

Q4: What are the benefits of pool sharing?
With help of conceptual and practical examples @eahese of cost, a decrease of
risk, an increase of service level, and an incredsmcome are identified as

benefits of pool sharing.

A decrease of costs can be registered with regaopérations and investments.
Thanks to pool sharing operative expenditures tscokgoods and services as
well as transaction costs — of tasks like needssassent, procurement, inventory
management, and distribution are reduced. Similarrgstment expenditures of

projects like software development are shared Ionhees.

Decrease of risk is another benefit of pool sharirigereby risk addresses the aid

agencies themselves, and not the victims of ascrisspecially one type of risk

152



appears to be mitigated by pool sharing, namelyrggcrisk. The sharing of
information regarding necessary security prepanaticultural issues, dangerous

routes, military checkpoints, reliable middlememnd anore, helps to reduce risks.

In addition pool sharing provides the basis foriacrease of service level.
Sharing capacity adds flexibility as well as operal and geographical range,
and thus makes an organization more capable anckfib@ny-oriented.

Consequently needs assessment and demand forgcastirmore accurate as

well as global pre-positioning and more frequellitvéeies possible.

Eventually an increase of income can be recorddd. ayencies depend on
donors’ funds. Thus it is important for an ageneyhave a core competence that
distinguishes one from another. The author of thissis believes that pool

sharing is a competence that can make the differenc

Q5: What are the obstacles to pool sharing?

Obstacles to pool sharing are donor orientatiormpetition, organizational
culture, and lack of strategic thinking. Therebyessally donor orientation
needs further specification. Basically donors aggyvmportant stakeholders of
humanitarian organizations. Anyway, aid agenciésrobrientate themselves too
much towards their sponsors with regard to questitke ‘What has to be
funded?’, ‘Where should these goods be bought?,‘dow should the funding
mechanism be designed?’ This is important as dameois to fund highly visible
activities like the purchase of 10,000 tons of whéat are reluctant to fund
‘invisible’ activities like logistics (Thomas andadgczak 2005: 5). Regarding
procurement, on the other side, sponsors may tagtms to a special source of
supply or to a specific country of origin. Eventyalonor orientation can lead to
bureaucracy as humanitarian actors tend to adeptdhganizational structure to
those of their donors. This growth of administratidlemands impedes the -
besides agency-beneficiary and agency-donor coopera third layer of

humanitarian work, namely agency-agency cooperation
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Competition is another obstacle to pool sharing. rtiots lie in the funding
criteria of donors, use of power, and agency comagon. The funding criteria
of donors have benefited single humanitarian actasich are highly
distinguishable instead of organizations that weéogether. In addition aid
agencies are often reluctant to share power-beanfaymation like funding
source information or information about logistiegegesses. Eventually - as both
conceptual and empiric works have shown - agencygemration is the third
trigger of competition. Theoretical publicationsvasll as a NGO survey of Van
Laan and a NGO simulation game of Koch state ‘Tleentoncentration, the
fewer cooperation’ and trace this competitive pattieack to the conflict about

influence spheres.

The third obstacle to pool sharing is organizatiooalture. Principles, for
instance, restrict information exchange at therh@gonal Federation of Red
Cross and Red Crescent Societies (IFRC). Or egis@mtrenched ideas and

realities are hard to replace.

The last obstacle — lack of strategic thinking —nifests itself in insufficient
recognition and communication of logistics’ impaorte, and insufficient
strategic management. The first statement refetisetdact that in a sector whose
logistics costs account for 80% of total costs,jdtigans are underrepresented
from the senior to the field level. Moreover logstpersonnel often do not have
any logistical background respectively do not reeesufficient on-and off-the-
job training. The second phenomenon is insufficerdategic management. Many
aid agencies either lack any strategic managenuenthey apply a strategic
planning perspective that intends to ‘design’ atiaties with help of plans.
However, how would you ‘plan’ a pool sharing parsiep? Plans are too static

to deal with this type of active partnership.
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Outlook

The outlook deals with factors that promote poa@lrsig, namely trust and donor
requirements. Thereby the first factor has its teevhen we talk about agencies
that already cooperate in some form or anotheordier to make the next step —
pool sharing — they have to build trust in eachentht is an aid agency

perspective. The second factor — donor requiremendsvalid if sponsors intend

to promote pool sharing of humanitarian actors & donor perspective.

Starting with trust, it is an endogenous endeawajuextraordinary importance
when it comes to an agreement on and the impletemtaf pool sharing.
Thereby knowledge about other organizations is regdeas it fosters inter-
agency communication and coordination (Dynes anaar@uelli 1970: 5).
Knowledge can be acquired with regard to an orgaioz’s roles, competence,
resources, needs, and terminology (Wenger, Qudliaatel Dynes 1986: 33).
Another important issue is the organizational aeltof partner agencies. Pool
sharing needs some form of agreement with regardregponsibilities,
procedures, terminology, and performance measurermaerreby it is essential
to incorporate “existing organizational structurasd respective cultures of

relevant network members” in order to build tridagram 1999: 28).

However, many humanitarian actors do not intentbtm such a thorough form
of cooperation. Unlike the profit margin in the porate sector, the humanitarian
sector lacks a clear trigger of cooperation (Tomasnd Van Wassenhove
2009b: 87). This is where donors can play theit. s they are more and more
interested in agency cooperation, donors could ptenpool sharing through
their incentive system. Part of their funding ardecould be a key performance
indicator (KPI) that measures the degree of codimeravith other agencies
(Fritz Institute 2007a), or — more concrete — tegrde of pool sharing. Anyway,
this direct requirement could be seen as interferea the work of humanitarian
actors, especially of non-governmental organizatidmus indirect requirements

will be necessary as well. Possibilities include #tceptance of insurance, the
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granting of credit, and the provision of a premifion actors that apply pool
sharing. Donors could accept insurance regardiagoptiitical risk of a country
or they could grant credit to agencies that invesshared capacities and the
accompanying logistics and IT infrastructure (K&©909: 158). An example of
the latter would be the funding of inventory spacel sharing by the European
Commission Humanitarian Office (ECHO). It sponsaarehouses of both the
IFRC and the WFP which also other UN agencies aG8l are able to use.
Another method would be the strategic support edracactive in underfunded
crisis regions in order to avoid competitive patgedue to agency concentration.
Furthermore sponsors could provide all the abovetimieed incentives in order

to enlarge existing pool sharing relationships.

Eventually — this is valid for pool sharing in geae- it is important to
communicate the benefits of pool sharing to thelipulh would be appropriate
to find a media partner that conducts coveragéepartnership and thus enables

a ‘pool sharing friendly’ environment.
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Appendix

Appendix |: Logistical map Sudan

Basic information includes “sea and airlift capgcnd availability, transport

procedures and schedules,

iISSues..

infrastructure assessnagnt updates, customs

.; Reporting through specific information ducts such as Situation

reports, bulletins, roads status map & matrix, shags” (GLC 2009). The figure

below assesses Sudan’s infrastructure.
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Figure 83: Logistical Map Sudan(GLC 2009)
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Appendix |: Cargo Movement Request (CMR) for Joint Supply Trackng

UNITED NATIONS JOINT LOGISTICS CENTER - OPERATION

CARGO MOVEMENT REQUEST

INSTRUCTIONS FOR USE: Please complete this form as much as possible and For UNJLC use Only PRIORITY
attach a full packing list as a supplement. The form and packing list may be sent ETD
electronically to UNJLC. If there is insufficient space in the Load Description .
area, please use additional forms - please do NOT add lines. MVt Req #:
Email to
One form per destination
Organization
g FROM
Sender Consignee T0
Contact Contact
Title Title
Tel/Sat. Tel/Sat. Ready to Move Date
E-mail E-malil
If you need to request movement for more than 141li  ne of commodities, please use several forms, do not add lines to this spreadsheet
Unit Total Total Org
item| Qty of | Description of | Packagg Package] Gross | Gross| Org. Item I tem.
Mea| Items Type Qty Weight |Volume| Desc. Code
sure (Kg) (m3)

(O] ExN (48] |\ ] § o

TOT| o

WEIGHT (Kg) / VOLUME (m~3)

0 0

Be prepared to move to shipment to the loading potrwith 24 hours

Comments, Special information on cargo (Cold Chainand Dangerous Goods Info

Dangerous Goods cargo for sea transport accordm¢MO & operators regulations.

All customs / governmental / taxation /transport isues should be complete,
UNJLC will confirm your booking by return email/pho ne call/fax

| hereby certify that the above cargo either coistaio dangerous goods,

Signature/Name (electronic)

Callsign/planned date/transport

Callsign/actual date

[transport

Remarks

Figure 84: Cargo Movement Request (CMR)adapted from GLC 2009)
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Appendix Ill: Helios module structure
Helios software is structured in modules — a fhat provides a lot of flexibility.

Like when solving a puzzle, users can decide wteefstart’. Modules of Helios
include Project Management, Request ProcessingcuRmment, Warehouse,

Mobilization, and Tracking. They are presentechi fiollowing figure:
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Figure 85: Module Structure of HELIOS (Fritz Institute 2009a)
A solution to the puzzle is given by the Fritz Inge who gives the following

explanation with regard to proper understandinglBLIOS:

“HELIOS supply chain begins when a project is aedausing the Project
Management module. Demands for projects are managtd the Request
Processing module...using tools such as Request ©m@wt Sales Invoices.
The...Mobilization module enables the planning, tragkand reporting of in-
kind donations. Procurement...provides powerful taolmmanage the acquisition

of goods and services, including Purchase OrdecuUPement Invoice, Request
for Quotation, Bids, Comparative Bid Analysis anthiiework Agreements.
The...Warehouse module manages inbound and outbound
consignments...Finally, the Tracking module is usedrack the flow of goods
through the supply chain...from demand to deliverijnpausing a commodity

tracking number.” (2009a)
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Appendix IV: Technical specifications of HELIOS
The technical specifications of HELIOS are now tyigresented with help of
an explanation and a figure. Information and figare obtained from the Fritz

Institute:

“HELIOS was developed using the popular and rediabllicrosoft .NET
platform. It currently uses .NET 3.5 on the Micrfis&/indows Server 2003
operating system, with a Microsoft SQL Server 2@abase. This can be
delivered via a hosted solution, or from an orgaios's own servers. Where
connectivity into a country is restricted, HELIO&shbeen deployed on servers in
country offices. To access it, users require IrgeExplorer browser version 5.0
or higher. There is a planned Ul upgrade that wilpport Firefox and other
standards compliant browsers. HELIOS can also tandsalone on a laptop
running Windows XP. HELIOS can be hosted as a Sofwas a Service
(SAAS). Data transfer between installations is pgmesallowing laptop and in-
country installations to upload and download bothstar data and transactions
where there is no web connectivity.” (2009a)

Client
(Internet Browser)

Laptop Install HELlos - ,\u_,_.____
HELlOs
nmbm

Hosted in field

// ffl:[i
‘!7 j.
/ ;-f
/ ’ /& [N |
fép | ,ff‘\{@ | l\x‘ﬂ &
/ :_.-'7\(‘\@ | B Data transfer
' d \‘t -E
;’H _. "r =
¥ \4
e
HELIOS
Hosted (Software as a service) Hosted at HQ

Figure 86: Technical Specifications of HELIOSFritz Institute 2009a)

Furthermore it is possible to integrate HELIOS iném agency's ERP,
Procurement, Financial or other legacy systemsz(Fistitute 2009a).
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