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need for coordination among the high number of
diverse actors as well as support with the supply
of relief assistance to the affected people. The
Logistics Cluster response was deemed effective
and efficient and to some part relevant.
In terms of Coordination and Information

EXECUTIVE SUMMARY
As part of the Global Logistics Cluster strategy, a
Lessons Learned Exercise was commissioned in
June 2016 in Iraq for the review period 1 January

Management, the role of the Cluster was
informative and operational, acting as a good
forum for information sharing. The role was not
strategic and did not approach challenges to the

– 31 December 2015.

supply at a more strategic level. The reasons for
The objectives of the exercise were to assess the

this were many including activation of the Cluster

performance and the activities undertaken by the

with limited information on needs, a high turn-

Logistics

over

Cluster

in
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to

support

the

of

Cluster

staff,

limited

humanitarian community in reaching people in

engagement/participation of partners, and an

need of assistance, and, to identify best practices

operational approach to logistics.

and areas for improvement to be replicated across
operations

globally.

The

performance

was

measured against the strategy and goals set out in
the Concept of Operation. In addition, to draw
learnings from a complex emergency with a longrunning operation.

In terms of logistics services provided, they were
deemed partly relevant as transport was in little
demand, the central storage in Baghdad was
useful (less so in Erbil and Dahuk), and requested
field storage not possible to provide. Users of
services found them effective and well run.

Overall, the Logistics Cluster operation in Iraq was
well-functioning and well appreciated, addressing
some operational key gaps, which helped facilitate
operational coordination in 2015.

In terms of drawing lessons from a complex
emergency, the Logistics Cluster managed to
continue coordination and IM efforts despite
substantial security issues among others through

In 2015, Iraq was characterised by an extreme

the development of a Skype group. However, at

escalation in humanitarian needs, which created a

the same time assuming a more strategic role was

3

difficult due to humanitarian actors having limited

Share knowledge on coordination methods in

time and were less mobile, needing to prioritise

complex emergencies

matters of highest urgency, and due to a high
turnover of staff (cluster and partners).

The Skype group used by the Cluster in Iraq was
simple but very effective in addressing challenges
in a complex emergency where security is an

RECOMMENDATIONS1
Strengthen the strategic role of the Logistics

impediment to meeting and staff turnover or
leave is high. It is recommended for the Global

Cluster

Logistics Cluster to facilitate discussions on
It is recommended to strengthen the strategic role

challenges to Logistics Cluster operations and

of the Logistics Cluster and thereby also the

share knowledge on the methods used by local

leadership role.

operations.

systemic

This can help address more

challenges

to

the

response,

by

advocating for addressing logistics bottlenecks
and raising awareness of the consequence of

Logistics services to be reviewed continuously to
be based on existing needs

them. This would require substantial outreach and

For Logistics Cluster services, it is recommended to

engagement of partners to be able to reach the

continuously conduct needs assessments to

potential of the Cluster forum. High level support

ensure

from all partners would likewise be needed to

responding to recurrent needs.

that

the

established

services

are

foster actual change.
Strengthen the professionalism of the Cluster
Strengthen Cluster IM’s advocacy and strategic
role

It is recommended for the Global Logistics Cluster
to facilitate the professionalism of the Cluster

In support of this, it is recommended for the

through enhanced preparation of staff enabling

Cluster IM function to take on a more advocacy

them to take on their posts, through enhanced

and strategic role, given that supply challenges will

support to the Country Operations, and through

need to be thoroughly described and their

the development of a performance monitoring

consequences quantified. This entails proactively

system, which can help guide operations and

anticipating needs and tailor the product portfolio

document where value is added and vital for a

in support of this.

humanitarian response.

1

When this report went to print in 2017, most
recommendations had been implemented
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1. INTRODUCTION
As part of the Global Logistics Cluster (GLC) strategy to ensure the cluster’s accountability to all stakeholders,
the GLC commissioned a Lessons Learned Exercise (LLE) for the Logistics Cluster operation in Iraq.
The review period was January – December 2015 when, following the revised Humanitarian Response Plan
(HRP), the Logistics Cluster was requested to scale up its logistics framework to support the augmented
response to the increasing IDP movement. However, the entire operation, starting from cluster activation in
March 2014, was considered to ensure a comprehensive assessment.
The exercise was initiated in June 2016 and included a field mission in August 2016.

1.1. LESSONS LEARNED EXERCISE OBJECTIVE
The overall objectives of the Lessons Learned Exercise on the Logistics Cluster operation in Iraq were:
a) to assess the performance and quality of the activities undertaken by the Logistics Cluster in
Iraq to support the humanitarian community in reaching the people in need of assistance. The
operation was assessed in terms of the level of relevance/appropriateness, efficiency, and
effectiveness in identifying gaps and addressing the needs of the humanitarian community2;
b) to draw lessons and recommendations to support both the Iraq Logistics Cluster performance
in the future and the development of the GLC through the identification of best practices across
operations. One particular area of interest was to draw lessons on operations in a complex
emergency, where presence and movements are limited due to ongoing conflict and security
constraints.
The focus of the LLE is on the function of the Logistics Cluster as a coordination mechanism as designated by
the Inter-Agency Standing Committee (IASC).

1.2. METHODOLOGY
Analysis:
A standard methodology for conducting Lessons Learned exercises, including quantitative and qualitative
research methods, developed in 2014, was applied to the Iraq LLE. Findings and recommendations of this

2

The evaluation criteria are based on OECD-DAC criteria (Organisation for Economic Cooperation and Development - Development
Assistance Committee, & “Evaluating humanitarian action using the OECD-DAC criteria, an ALNAP guide for humanitarian agencies”.
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review are based on the analysis of quantitative data on the operation, paired with qualitative data
collected from stakeholders, namely their perception of the Logistics Cluster performance.
The data was collected through:
a.) desk review of key documents, in particular the Concept of Operations and its reviews, and
Logistics Cluster staff feedback (see Annex 2 for overview of documents consulted);
b.) interview with 24 key stakeholders: face-to-face interviews in Erbil, and Skype interviews with key
stakeholders in Baghdad, Dahuk and outside of Iraq. The interviewees were key users of the
Logistics Cluster services (UN agencies and NGOs), donors and representatives of the humanitarian
community in Iraq, Logistics Cluster staff, and WFP staff (see Annex 1 for overview of people and
organisations consulted). Sampling was purposive, aiming for a cross-section of partners, donors,
WFP and Logistics Cluster staff, to cover a representative sample of the key stakeholders of the
operation;
c.) user survey: information from a survey sent to Logistics Cluster participants in Iraq through the
Logistics Cluster mailing list (198 addressees) - 43 responses were received in the period 10-22 July
20163 – (see Annex 3 for overview of key survey results);
d.) staff survey: information from a survey sent to 11 Logistics Cluster staff – 6 responses were
received in August 20164 – (see Annex 3 for overview of key survey results); and,
e.) project observation: during a 12-days mission conducted from 31 July to 12 August.
The data collected was used to assess the performance of the operation in terms of:
a) relevance/appropriateness in responding to the identified and prioritised needs and how well it
was adapted to the local requirements;
b) efficiency: how economically the Logistics Cluster inputs and resources were converted into
results; and,
c) effectiveness: whether the objectives of the operation were achieved in a timely manner.
The Concept of Operations drafted following the activation of the cluster in March 2014 and the revisions
throughout 2015 were used as baseline for the review. The Concept of Operations is the foundation of the
Logistics Cluster action in-country, as it details the logistics gaps identified and the activities proposed to
bridge those gaps. The Lessons Learned team, through the surveys and interviews, asked stakeholders to
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The survey was sent to 198 people from 72 organisations and 43 people responded. This amounts to 22 percent of the total people
invited, which is a low response rate. However, the Iraq Logistics Cluster list of key partners counts 48 people, hence, it is the opinion
of the Lessons Learned team that the survey captures a significant sample.
4

The survey was sent to 11 people, current and former Logistics Cluster staff members.
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validate the logistics gaps described in the ConOps (the original along with the two revisions), as well as to
provide feedback on the appropriateness and effectiveness of the Logistics Cluster activities.
Team composition:
The LLE team was composed of four key members:
1)

Andre Hermann, Logistics Officer, GLC, Rome;

2)

Veronica Rovegno, Information Management Officer, GLC, Rome;

3)

Silva Alkebeh, Head of Emergency Supply Unit, UNHCR;

4)

Gaurav Verma, Regional Advisor for Procurement and Logistics, Danish Refugee Council – MENA
(Middle East and North Africa).

Quality Assurance:
To ensure the validity of findings, the following Quality Assurance measures have been implemented:
a) Presentation of key findings to WFP Country Office, Logistics Cluster key staff, at a Logistics Cluster
meeting in Iraq, and to Global Logistics Cluster management at the end of the field mission;
b) Presentation of key findings and recommendations to the Global Logistics Cluster meeting;
c) Presentation of key findings to GLC staff in Rome including a ‘reality check’ on the
recommendations;
d) Draft report review and feedback provided by Per Velandia, Advisor, MSB Sweden;
e) Feedback on the draft report from Logistics Cluster and WFP staff in Iraq and from the GLC.

1.3. LIMITATIONS AND CONSTRAINTS
A number of limitations and constraints, mainly linked to movement challenges, timing of the mission and
staff rotation, affected the exercise, more specifically:


Field mission: The LLE team conducted field work in Erbil but did not go to Baghdad for limited
accommodation and administration related reasons. It would have been optimal to visit Baghdad; the
team interviewed Baghdad located partners by Skype as possible instead. A total of 24 humanitarian
actors were interviewed in person or by skype (See Annex 1);



Timing of exercise: As the humanitarian community was heavily involved in the preparedness planning
for the response for the upcoming Mosul offensive5, a number of partners were not available for
interviews in Erbil. When possible they were consulted later on through Skype (see Annex 1). Further,
the review period is 2015, but the exercise was conducted mid-2016, which will have impacted the

5

The Mosul offensive started on 21 October 2016.
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responses of the interviewees. However, the interviews and the results from the survey were countered
with information (reports, minutes etc.) from 2015 to capture 2015 issues as much as possible.


Staff rotation: The Iraq operation has a high staff rotation frequency, and in order to ensure that issues
from 2015 were sufficiently identified and covered, the LLE team identified and tracked down key staff
from 2015 and interviewed them by skype. In addition, the LLE team also sought to mainly interview
people in the field who had experience from 2015; for the ones who only arrived after 2015, this has
been taken into account during the data and interview analysis.
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2. BACKGROUND INFORMATION
2.1. HUMANITARIAN CONTEXT
With a population of 34 million, Iraq is a middle-income country ranked 121 out of 188 in the 2016 UNDP
Human Development Index. However, the armed conflict in Iraq escalating since January 2014 has prompted
a crisis impacting millions of Iraqis and has been one of the most rapidly unfolding in the world. Millions have
fled their homes and due to the conflict in Syria, thousands of refugees have also sought safety in Iraq6. In
addition to the displaced and refugees, host communities and people staying in their homes in conflict
affected areas have also been affected and many in need of some form of humanitarian assistance. The crisis
timeline below shows the main developments for 2014 and 2015.
Crisis timeline, 2014-2015 Iraq Humanitarian Needs Overview (overview of increase in IDPs)
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Since January 2014, 2.9 million people have fled their homes in three mass waves of displacement, and multiple smaller ones.
During the first major wave in early 2014, more than 350,000 civilians fled, the majority from Falluja and Ramadi. Just a few months
later, 500,000 people escaped from ISIL-impacted areas, including Iraq’s second largest city, Mosul. Within weeks, another 800,000
were displaced from areas under attack by ISIL, including Sinjar. Tens of thousands of refugees fled the intense fighting and
destruction in Kobane in Syria, seeking safety in Iraq. New displacement has continued during 2015; in April, 130,000 people fled
Ramadi when ISIL attempted to take-over the city. In May, tens of thousands more were displaced within hours after the city fell

By the end of 2014, an estimated 5.2 million people were in urgent need of humanitarian and protection
assistance. By mid-2015, this had increased to 8.2 million and by end of 2015 to 10 million people in need of
assistance (UN OCHA various reports) (see table 1 below).
The crisis has impacted virtually all aspects Iraq’s economy and society. In 2015, destitution was widespread,
affecting displaced families and host communities alike. Production and supply shortages, and localised
increases in demand led to an increase of costs of basic commodities, including food. In September 2015, the
crisis was further exacerbated when a cholera outbreak was detected straining the already deficient water
supply system.
The development in humanitarian needs is summarised in Table 1.
Table 1 - Overview of Humanitarian Needs and funding from 2014 - 2016
Humanitarian Needs for Iraq – 2014 to 2016
Year

People in need

People targeted

Funding requirements

Up to 0.5 million

0.24 million

US$ 0.104 billion

20148 (June revision)

1.5 million

1 million

US$ 0.312 billion

20149

5.2 million

5 million

US$ 1.2 billion

US$ 1.4 billion (116%)

201510

8.2 million

5.6 million

US$ 1 billion

US$ 872 million (87%)

201611

10 million

7.3 million

US$ 861 million

US$ 796 million (92%)
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2014 (Feb)

Funding obtained

In terms of humanitarian response, the IASC activated a System-Wide Level Three Emergency (L3) status for
Iraq in August 2014. Most clusters were activated in April 2014, including: Protection, Food Security, Health,
WASH, Education, Emergency Shelter and NFI, Camp Coordination and Camp Management, Emergency
Telecommunications and the Logistics Cluster.
An initial Strategic Response Plan was developed covering first 2014 for 240, 000 people requesting
approximately 100 million in support. This was changed upwards several times (see table 1 above) due to the
development and massive escalation of the crisis. Besides being challenged by the rapid increase in needs,
the humanitarian organisations likewise were in need of continued extra funding. The operations were in risk
of closing down due to lack of funding. Further, the number of organisation with ongoing operations in Iraq
fluctuated widely – for example in September 2014, 106 organisations had operations registered, which

7

2014 Strategic Response Plan Iraq (February to July), February 2014.
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2014 Strategic Response Plan Iraq – revised, June 2014.
Strategic Response Plan Iraq 2014-2015, October 2014.

9

10

Strategic Response Plan Iraq 2014-2015, October 2014.

11

Humanitarian Response Plan Iraq 2016, December 2015.
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increased to 225 by end of December 2014. In 2015, the number decreased to 138 in April 2015, and up to
188 by the end of 2015.12
The Logistics Cluster for Iraq was activated in April 2014 together with the other Clusters, following the
recommendation of the HCT and a strong push from the Humanitarian Coordinator. The objective was to
support the humanitarian response, though logistics needs were not identified prior to the activation.
However, the assumption was that logistics services would be required to scale up the humanitarian
response, in particular in difficult-to-access areas and as the crisis escalated. The Logistics Cluster was also
expected to ensure contingency measures were in place for the delivery of relief goods and continuity of
services in the event of an emergency or interruption of regular supply corridors, or additional escalation.
Summing up, the Logistics Cluster response in 2015 was set amid a rapidly changing humanitarian situation,
with widespread disruption and insecurity, lack of funding and a (shifting) humanitarian community rapidly
scaling up to meet humanitarian needs.

2.2. LOGISTICS GAPS
The Logistics Cluster strategy to support the humanitarian community in reaching the people in need was
established in July 2014 and revised twice. The key gaps identified and the revisions are outlined in table 2
below.
Table 2 - Logistics Cluster Strategy in Iraq – Concept of operation (please refer to www.logcluster.org for the
ConOPS)
Logistics Cluster Strategy in Iraq – Concept of operation to address Gaps, prioritised needs
Gaps identified

ConOPS July 2014 –
original

ConOPS Sept 2014 revision

Access constraints

The high level of insecurity
and resultant access
constraints require
coordination and planning

Coordination to avoid
duplication of efforts
and
to
maximise
available resources

Coordination and
information sharing
required, liaison with
government authorities
and other relevant parties
Information management
and GIS services

Further emphasised
as the main
constraint to
humanitarian
response due to
insecurity
Support with
customs clearance
added in Erbil
International Airport

12

ConOPS July 2015 – revision
(slightly updated in August and
November 2015)
Increased need for coordination
and information sharing due to
restrictions on movement of
humanitarian cargo and personnel
in key operational areas, due to the
volatile security situation.
Increased need for logistics
coordination and information
sharing due to a fluid security
situation and the movement of
IDPs to hard-to-reach locations.
Included deployment of a
civil/military officer for liaison and

Numbers are from OCHA’s Iraq 3W Operational Presence reports as well as from the Humanitarian Response Plan for Iraq for
2016 (www.humantarianresponse.info).
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Insufficient storage
capacity in strategic
locations

Central storage in strategic
locations

Storage established
in Erbil and Dahuk,
mobile storage units
mentioned as
available for loan

Fuel shortage

Emergency transport

Fuel shortage not
mentioned
Introduced as gap –
provisions for shortterm support to
organisations with
emergency land
transport as well as
organisation of
convoys as required
Provisions for
strategic airlifts
included for
lifesaving operations
in case of access
constraints

Lack of organisations
individual logistics
capacity to scale up
response

Access constraints –
airlift support

support with convoys (reference
was removed in August).
Increased need for central storage
space in particular due to an added
focus on supporting the Rapid
Response Mechanism (RRM) –
including the need to preposition
and access contingency stocks.
A hub in Baghdad was introduced
and ad-hoc storage in Basra (Basra
was removed again in August).

The ConOPS emphasised high
transport rates to reach certain
operational areas.

Convoys again emphasised as
required in support of the RRM

The Concept of Operation was maintained but slightly revised (September 2014 and July 2015, as well as
slightly updated in August and November 2015). The main logistical gaps to the humanitarian response were
identified to be:
a) access constraints,
b) coordination of response to ensure optimisation, and
c) individual organisation’s lack of logistics set-up to manage a scale up of operations (from September
2014).

2.3. LOGISTICS CLUSTER RESPONSE
Based on the gaps outlined in the ConOPS (and its revisions) and after assessing the existing capacity of
humanitarian organisations in Iraq, the Logistics Cluster set up an operation with the following objectives,
activities, staffing and budget:
Table 3 - Overview of Logistics Cluster Operation in Iraq (WFP Special Operation 200746, Narrative and
budget including revisions)
Special Operation 200746 “Logistics Cluster and Emergency Telecommunications Support in Iraq”
Objectives

Gaps
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Objective 1

Ensure uninterrupted delivery of relief items to the affected
populations through the augmentation of WFP’s transport,
storage, as a lead agency of the Logistics Cluster

Transport and Storage

Objective 2

Support an effective humanitarian logistics response by
providing logistics coordination and information
management services to the humanitarian community.

Coordination and Information
Management

The objectives and scope of the Logistics Cluster were further defined and expanded in July 2015 with Budget
Revision 3 for the Special Operation 200476, which aligned its strategy and activities to the Humanitarian
Response Plan, with the objective of enhancing access of humanitarian personnel to and communication with
affected populations, and ensuring operational continuity for the humanitarian community in Iraq.
Table 4 - Overview of Logistics Cluster Budget and Funding in Iraq (WFP Special Operation 200746, Narrative
and budget including revisions) (same title as above?)
Special Operation 200746 “Logistics Cluster and Emergency Telecommunications Support in Iraq”

ConOPS or HRP date

February 2014
June 2014
October 2014
December 2015

Budget

Funding obtained

Percentage of total Humanitarian
Response

US$ 321,000
US$ 1,985,000

0.3%
US$ 2,265,941 (63% of total)

US$ 3,570,000
US$ 2,400,00013

0.6%
0.3%

US$ 1,635,425 (68% of total)

0.2%

The budget for the Logistics Cluster operation increased substantially in 2014 from US$ 321,000 to US$
3,570,000 following the escalation in needs. In 2015, the budget was lower US$ 2,400,000 but when carryover activities and funds from 2014 are included, it is similar to the 2014 end-of-year level at US$ 3,523,957.
In terms of funding compared to the overall humanitarian response, the Logistics Cluster operation was a
minor part taking up between 0.2% and 0.6% of total funding requirements14. The focus of the operation was
coordination and IM, and only to a very limited degree logistics service provision oriented.

13

Funding and some activities were carried over from 2014 to 2015 (US$ 1,444,422 carry over). In that sense, the total budget for
2015 was US$ 3,523,957, and funding received 87% of total (3,079,847).
14
This is very low compared to other Logistics Cluster operations. The budget for a Logistics Cluster operation usually vary between
5-10% of total humanitarian requirements (as set out in Humanitarian Response Plans). Globally, logistics is estimated to account
for 60-70% of total requirements for a humanitarian response.
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The Logistics Cluster operation was implemented by Logistics Cluster staff deployed to Baghdad, Erbil and
Dahuk. The below table provides an overview of the Logistics Cluster staff in Iraq throughout 2015.
Table 5 - Overview of Logistics Cluster Staff
Staff Overview - Logistics Cluster Operation in Iraq
Position
Overview
Logistics Cluster
Coordinator
IM
Civil/Military liaison
Logistics staff
Drivers

A total of 5 coordinators have filled this position. In 2015, 4 different staff acted as
coordinators.
In 2015, the IM function was covered by two different staff (first half, second half) and
one GIS officer
One CivMiC officer deployed in 2015
Logistics Officers (including cargo tracking), logistics assistants and support assistants.
Between two and three staff throughout.
WFP Country Office drivers served also the Logistics Cluster upon request.

3. FINDINGS and RECOMMENDATIONS
The Concept of Operations drafted following the activation of the cluster and the revisions throughout
2014 and 2015 were used as a baseline to assess whether the Logistics Cluster response in Iraq was
relevant/appropriate, effective, and efficient in terms of supporting the humanitarian community in
reaching people in need. Thus, this Lessons Learned Exercise has focused on comparing actual actions
against the planned activities outlined in the Concept of Operation.
The focus was on its key functions (coordination, information management, and facilitation of logistics
services). Four additional cross-cutting issues were also identified and analysed where appropriate, these
were:
a) The role of the Logistics Cluster (where can it add value to the humanitarian response);
b) Leadership in logistics related issues;
c) Engagement and participation of partners;
d) Proactive versus reactive planning and action.
Overall, the Logistics Cluster was regarded as an integral part of the humanitarian operational response. It
was well appreciated and needed in terms of facilitating coordination. However, it was found that its strategy
was only partially needs driven, based on few partners inputs and mostly focused on operational
coordination. Information Management and Common Services were good but only partly relevant.
The key reason for this was that the design of the strategy (the Concept of Operations) was based on few
partners´ inputs, and additional needs assessment was limited along with substantial revision of the strategy.
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The role, therefore, became more operational than strategic and while supportive, it could have had greater
impact on the response.
Here following is a more detailed overview on findings and recommendations grouped by main functions of
the Logistics Cluster.

3.1. COORDINATION
The Cluster coordination role is aimed at enhancing predictability, timeliness, and efficiency of the
response15. For the Logistics Cluster, this means getting the right people together, at the right time to
facilitate the identification of logistics gaps and needs in the response, prioritise them and deciding on
actions on how to address them and who will address them.
The ConOPS (and the revisions) listed coordination as a key gap and bottleneck to the response due to
insecurity, to avoid duplication of efforts and to optimise the use of available resources.
The coordination role is both strategic (identifying key logistics challenges and ways to address them, raising
awareness on the impact and advocacy) and operational (facilitating operational coordination for a more
effective and efficient response).
Key coordination tools are meetings (Logistics Cluster Coordination meetings, Inter-Cluster Coordination
meetings, Humanitarian partners’ meetings, government meetings, and bilateral meetings in general),
advocacy and awareness raising including participation in humanitarian planning.
The key coordination outputs in Iraq in 2015 can be seen in table 6:
Table 6 - Key Coordination Outputs (WFP Standard Project Report – SPR 2015)
Function

Description

Outputs: January – December 2015

Coordination

-

Logistics Cluster Coordination
meetings

-

-

Advocacy

Facilitation of 20 coordination meetings in Erbil,
Baghdad and Dahuk between January and December
2015

-

Liaison with key coordination
stakeholders (OCHA, HCT, other
clusters, government authorities)

-

Participation in inter-cluster meetings

-

Frequent coordination with key stakeholders (OCHA,
HCT)

-

Limited liaison with Government authorities in close
cooperation with the lead agency.

15

IASC Cluster Coordination Reference Module, July 2015
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In Iraq, there was a need for coordination in several locations (mainly in Erbil, Dahuk and Baghdad). At the
same time, humanitarian partners’ participation in coordination meetings was challenged by the unstable
security situation, by the presence of a limited number of humanitarian staff facing conflicting meeting
schedules (due to the security situation organisations are only allowed to establish a minimum presence in
country), and by a high turnover of staff. Figure 1 shows Logistics Cluster Coordination meetings held and the
attendance level.
Figure 1 - Number of organisations participating in Logistics Cluster meetings in Iraq

* when zero there were no meetings in that location in that month.

There are two key findings in terms of the outcome16 of the Logistics Cluster coordination efforts:
1) The coordination efforts were well appreciated at an operational level, the Logistics Cluster meetings
and the locations of the meetings were relevant and the participation in the humanitarian planning also
highly appreciated. Meetings were held in Erbil (main coordination hub) and Dahuk, and following a
request from the Government of Iraq in the second half of 2015, the main coordination hub moved to
Bagdad along with other humanitarian actors. See Figure 1 for further details.
In terms of appropriateness of the coordination, the establishment of coordination hubs in different
locations was remarked by interviewed partners as a positive aspect, which enabled a more holistic

16

This Lessons Learned Exercise has sought to gather findings on the outcome of the Logistics Cluster activities based on the survey
and based on the interviews conducted. There has been no outcome assessment done in the day to day work of the Cluster.
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approach, involving organisations active in different areas of the country and allowing actors to meet
where the operational needs were more pressing.
2) Strategic coordination – advocating for addressing logistics bottlenecks and raising awareness of the
consequence of them – was regarded as an area, which could be strengthened.
This was partly because of the participation challenges mentioned above resulting in participation being
on the lower side (from three to 13 organisations see figure 1). Participation was also on the lower side,
because the focus of the meetings was on information sharing and networking, and thus, for partners
with already established operations, the meetings were prioritised lower than other conflicting meetings.
This also contributed to meetings being delegated to staff with a more operational focus and less
seniority.
Thus, in terms of coordination, the response was well appreciated but with limited impact on more
systematic logistics challenges to the humanitarian response. Thus, by strengthening the strategic role of the
cluster, the response could have been more relevant, effective and efficient. An operation like Iraq, with a
high number of responders in multiple locations across the country and with a variety of actors to liaise with
- including numerous government authorities – requires proactive leadership and strong coordination,
steering humanitarian organisations towards efficient partnerships able to maximise individual strengths.
Iraq humanitarian response is also characterised by limited staff and high costs, thus, the case for sharing
assets is even greater. Assessing the cost of having multiple operations established and proactively engaging
partners encouraging access to their assets for other partners, could help optimise the overall humanitarian
response. This, however, also requires that the Cluster work is prioritised by humanitarian actors – a forum
is only as strong as the engagement of partners in it. The budget of the Logistics Cluster in Iraq as a portion
of the total humanitarian response (approximately 0.3% of total) testifies to the low importance the Cluster
was given, which comes back to the fact that partners in Iraq had very limited knowledge of the Cluster and
its potential as a strong forum instigating change and solutions to humanitarian response challenges.

Recommendations:
Strengthen Leadership
Foster Participation
Outreach – create awareness of the Logistics Cluster
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The Logistics Cluster coordination was well appreciated in Iraq, it functioned well but was focused on
operational coordination. The following recommendations are related to how the Cluster could build on the
positive set-up and leverage its strategic role further.
Recommendation 1: Strengthen the Logistics Cluster leadership on logistics in Iraq
First of all, the Logistics Cluster operation in 2015 was seen as an integral (but minor) part of the response in
Iraq, but in order to strengthen the impact of the support it could provide to the humanitarian response, it
is recommended to strengthen the leadership role. The Logistics Cluster brings together Supply experts from
humanitarian organisations, and as such is a unique forum for in-depth knowledge on the challenges, costs,
and possible solutions to optimise the response. Strengthening the strategic component of the Cluster work,
raising awareness of the cost and consequence of specific bottlenecks, advocating for change with relevant
stakeholders – government and humanitarian – can make the Logistics Cluster response more effective and
efficient.
The goal is that the Logistics Cluster knowledge and value it can add is widely known and recognised so the
Logistics Cluster input is requested and taken into consideration during planning and strategy development
(humanitarian partners), during operational set-ups (authorities), and before and during implementation
(e.g. civil military coordination). As mentioned above, this knowledge was not present among actors in Iraq.
In this connection, and in the setting of the Iraq operation where Civil Military Coordination is crucial, it is
also recommended for the Logistics Cluster to clarify the role of the cluster – so the function is clearly defined
and can work strategically with relevant authorities and partners to ensure logistics concerns are considered
in Civil Military Coordination.
Recommendation 2: Foster stakeholders’ engagement
For the Logistics Cluster to be relevant, and to contribute well to the humanitarian response, it is crucial that
humanitarian partners contribute and value it. Partners suggested to hold regular meetings in set locations
to increase attendance to the meetings, but in a setting like Iraq, the engagement of the partners will still be
challenged by security and by whether the meetings are prioritised. On a practical level and related to
security, the Logistics Cluster developed Skype meetings, which were highly appreciated (see IM section for
further details). However, in terms of raising the relevance and importance of the meetings to the partners,
it is recommended to strengthening the involvement of partners in the strategy development process.
This includes for the team to actively and routinely reach out to decision makers in humanitarian
organisations on the ground, to identify the needs driving the activation of the Logistics Cluster and develop
the in-country strategy accordingly. To make it relevant, the Cluster team can illustrate the cost and
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consequence of not addressing the issues identified. Performance and progress monitoring is important to
show the impact of the efforts.
The Logistics Cluster is recommended to foster a participatory approach to enhance the involvement of a
broad spectrum of stakeholders in the development and revision of the Concept of Operation. This is key to
ensure that the Logistics Cluster responds with the most appropriate activities and that partners are
committed to the common response.
The role of the partners is to consistently and actively contribute with the right people to the process, either
in common meetings or on a bilateral level as feasible. Without engagement of partners, the value and impact
of the Cluster activities will be limited and in worst case, irrelevant. All actors need to contribute, to ensure
the response remains relevant.
In Iraq, the meeting management was perceived as good in Iraq. In order to further strengthen engagement
of partners, it is recommended to strengthen the structure of the coordination meetings (i.e. agreeing the
agenda items with participants prior to the meetings, define action points and follow up actions), and
increase the use, when relevant, of visual presentations, maps and other appropriate tools.
Recommendation 3: Outreach - Raise awareness of the Logistics Cluster mandate and services
To strengthen the effectiveness and efficiency of the coordination mechanism, it is recommended to ensure
the humanitarian community (including cluster lead agencies) is aware of the Logistics Cluster mandate,
services and tools. To this end, a Logistics Cluster induction training could be offered once a year or a briefing
could be done routinely to newcomers. Meanwhile continuous liaison efforts, through bilateral meetings, are
also recommended.

3.2. INFORMATION MANAGEMENT
The objective of the Logistics Cluster information management is to support operational decision-making
and improve the predictability, timeliness, and efficiency of the humanitarian response by sharing timely
and relevant logistics information among all organisations17.
Information sharing was listed in all versions of the ConOPS to address mainly the gap related to access
constraints (due to insecurity) and to support the overall humanitarian response through vital information
sharing. Table 7 lists key outputs produced by the IM unit until the end of December 2015.

17

IASC Cluster Coordination Reference Module, July 2015
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Table 7 - Key IM outputs (WFP Standard Project Report – SPR 2015)
Function
Information
Management

Description
Sharing of information
through Logistics Cluster
meetings, through a
dedicated mailing list and
through the Logistics
Cluster website. IM
products include maps,
minutes, procedures,
snapshots, and situation
updates.

Outputs: January – December 2015






36 IM products published:
o 20 minutes
o 4 maps
o 2 Operation overview
o 1 snapshots
o 4 guidance, forms, SOPs
o 3 ConOPS
Mailing list established with 203 recipients (members in
2015)
Skype group established with over 100 members where
participants exchange information
LCA updated and available on website

Overall, the Logistics Cluster IM function and outputs were perceived as good:


IM activities were based on an initial needs assessment conducted among humanitarian partners
(though with limited feedback);



A LCA was made available and updated between January and March 2015;



A webpage was created on the Logistics Cluster website sharing regular updates including minutes
of meetings, information on common logistics services and how to access them. From January to
December 2015, the Iraq page registered 2,860 views and 2,048 unique views, which is similar to the
visits of the DRC website in the same period (2,842 views and 2,037 unique views). The Central
African Republic (CAR) website had 40 percent more visits in the same period;



A mailing list was created to share information with all interested actors in Iraq. They could sign up
through the website or by contacting the IM focal point. 203 people signed up for the mailing list
including representatives of NGOs, INGOs, UN agencies, and donors18.



A Skype group was also established and many organisations remarked that it was a very useful and
quick way to share information, as well as ask questions to the Logistics Cluster and other
participants.

While the Cluster IM was appreciated by partners, who characterised the information as significant, reliable,
timely, and always accessible, it is not possible to establish how relevant and useful the information was.
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Compared to other emergencies, the number of recipients is low; however, the number is not indicative of quality
rather it may be a characteristic of the specific emergency. It can be used by the local Cluster to understand who is
interested in information, and who might not be receiving sufficient information.
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Comparing to other similar emergencies, there is potential for achieving greater impact of the tools used –
for example through additional awareness raising and outreach on specific topics and documents made
available on the website and through the mailing list.
The information produced and shared was mostly related to minutes and guidance material. In a long
standing operation like Iraq, there is an opportunity for creating more establish relationships with
stakeholders and for obtaining a deeper understanding of the operating context. This in turn can help lay the
foundation for a more proactive approach, where needs are known, anticipated and more diverse and
tailored IM products produced - anticipating requests.

Recommendations:
Proactive IM Anticipate needs and develop products, which can support the strategic role of the Cluster.
IM was good, and in the future, to take it to the next level and in support of a more strategic role for the
Logistics Cluster, it is recommended to seek to anticipate needs and support the humanitarian community
with customised products. This could be achieved pursuing the following recommendations:
Recommendation 4: Strengthen needs assessment and monitoring of usefulness
As with coordination, it is recommended to strengthen the strategy development engaging partners to
identify needs and prioritise gaps. Key and recurrent IM needs, should be included in the Logistics Cluster
Strategy (ConOPS) and specific outputs listed and monitored. With regards to the latter, it is recommended
to regularly monitor the usefulness of the products with partners to stay relevant.
Recommendation 5: Adapt the IM portfolio according to needs and use it strategically
Choose the appropriate products to respond to the assessed information needs and when necessary create
ad hoc products or customise existing ones.
To give an example, cognisant that custom was as a major issue for the majority of partners, a custom
snapshot could have been produced and published on the Logistics Cluster website. This could be followed
with a customs briefing package, which could be used to raise awareness of the impact customs have on
operations and advocate for changes.
The Skype group is a good example of the Cluster adapted to the situation – the group was highly appreciated
and also mentioned as best practice by partners in Lessons Learned exercises in other countries, where they
were now following Iraq’s example. It is a simple but very effective example of a best practice on how to keep
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partners informed and engaged, in particular in complex emergencies where security may hinder meetings
and where the situation (fx access) may change from one minute to another.
It is recommended to do outreach efforts (making stakeholders aware of the tools and products available) to
achieve the most impact out of the produced materials. This includes referring to the website whenever
possible, use social media (for example Twitter), make people aware of the mailing list, upload relevant
documents (Cluster and other relevant information) to achieve higher usage of the products and increase
awareness of the issues documented.

3.3. COMMON LOGISTICS SERVICES
The Logistics Cluster supports service delivery by providing a platform that ensures service delivery is
driven by the Humanitarian Response Plan and strategic priorities and developing mechanisms to
eliminate duplication. In addition, where necessary, and depending on access, security and availability of
funding, the Logistics Cluster facilitate access to common logistics services required to fulfil crucial gaps19.
The key gaps listed in the ConOPS requiring common logistics services were the access constraints requiring
organisation of convoys and strategic airlifts, the organisations’ lack of sufficient logistics capacity in scale up
periods, and lack of central storage facilitating onwards delivery, preparedness, and contingency response.
To assess the relevance and appropriateness of the logistic services facilitated by the cluster vis-à-vis
identified needs, the Lessons Learned team referred to the Concept of Operations (and the 2015 revisions),
and asked interviewees whether:
a) the Logistics Cluster participants knew the document/strategy and to what extent they contributed
to the design of the strategy;
b) the Concept of Operations covered the logistics needs of the humanitarian organisations.
According to the feedback, the key logistics gaps in 2015 were related to:


Customs facilitation;



Access to the beneficiaries (in various locations) due to transporters being reluctant to go to certain
areas;



Coordination.

The Logistics Cluster responded with the provision of coordination and IM as described above as well as a
few common services namely emergency transport, central storage, and handling. The aim was to facilitate
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operational coordination (common storage) and access to the beneficiaries as possible. In 2015, most
humanitarian organisations had established operations but due to the rapid scale up of humanitarian needs,
some services were anticipated.

Storage and handling
The Logistics Cluster facilitated temporary storage in Erbil and Dahuk, and longer term storage
(contingency/prepositioning) in Baghdad in 2015. The services were offered free of charge to the user. Cold
chain services were not included. Eleven organisations used storage, storing in total 5,861 metric ton or
33,091 cubic meter of relief items (see table 6).
Table 6 - Storage/Staging facilities used 1 January – 31 December 2015
User

Warehouse
Location

Tonnage (mt)

Volume (m³)

20

75

Dahuk

124

600

Erbil

123

597

24

531

Baghdad
United Nations Population Fund (UNFPA)
International Medical Corps (IMC)

Dahuk

Medecins Sans Frontieres - Switzerland (MSFCH)

Erbil

9

66

Norwegian Church Aid (NCA)

Dahuk

4

115

International Rescue Committee (IRC)

Dahuk

130

1,190

Croix Rouge Francaise (FRC)

Dahuk

41

338

Norwegian Refugee Council (NRC)

Dahuk

42

352

Qatar Charity Foundation (QCF)

Erbil

86

359

United States Agency for International
Development/Office of US Foreign Disaster
Assistance (USAID/OFDA)

Baghdad

1,813

7,586

Erbil

3,445

21,282

United Nations Children’s Fund (UNICEF)

Erbil & Baghdad

UNICEF was a recipient/consignee of
the USAID/OFDA cargo

International Organisation for Migration IOM

Erbil & Baghdad

IOM was a recipient/consignee of
the USAID/OFDA cargo

USAID’s Office of U.S. Foreign Disaster Assistance (USAID/OFDA) was the largest user in Baghdad and Erbil.
USAID/OFDA was supporting IOM, UNFPA, and UNICEF relief programmes in refugee and IDP camps in Iraq,
and due to the volatile security situation limiting access and land transport, USAID/OFDA requested the
Logistics Cluster for support with storage/handling and coordination with recipient agencies for dispatch.
Almost 29,000m3 of relief items were stored in this framework, and as a consequence, the Logistics Cluster
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storage capacity was augmented from 4,700m3 to 18,000m3 and additional staff recruited in support20.
Handling of cargo in warehouses in the second half of the year, when the storage services were used at full
capacity, was supported by WFP as the Logistics Cluster staffing was at that point insufficient.
Overall, the storage and handling services were found to be well implemented – the services – in particular
in Baghdad where security was making managing storage facilities difficult - were mainly considered relevant.
Commercial storage facilities were available in Erbil and Dahuk, however; and the services were not used to
the extent expected as partners managed to organise their own storage. Additional storage in the field closer
to the distribution was raised as a need by partners, however; this storage for distribution was not part of
the Logistics Cluster strategy and not an option due to security issues. Mobile storage units were made
available to partners in case they need storage in areas the Logistics Cluster was not present. Finally, some
partners were in need of cold-chain storage, which was not part of the service. Thus, in terms of effectiveness
of the storage supporting the overall humanitarian response, the service was appreciated but apart from
Baghdad appears to have had limited value added to the humanitarian response. Further, in terms of
additional storage requirements – there is room for discussion in the Cluster on how partners together can
address field storage or cold-chain storage requirements for example through the use of partners’ facilities
in the field.
Figure 2: Logistics Cluster Coordination

20

USAID/OFDA fully funded the operation and additional staffing requirements (storekeepers in both Erbil and Baghdad and a
dedicated RITA operator to keep track of incoming and outgoing consignments).
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Transport services
According to the Concept of Operation, the Logistics Cluster set out to provide ad-hoc cargo transport (via
land) to organisations lacking adequate logistics capacity during an upscale of its operations in Iraq, provide
transport for interagency convoys in support of the Rapid Response Mechanism and for difficult-to-reach
locations, and finally, facilitate and coordinate emergency airlifts if there was a need for urgent uplift of
humanitarian aid.
The need for transport was, therefore, seen as threefold in the ConOPS - due to very high transport rates (as
per the ConOPS), due to rapid upscale of activities, and to support transport to areas difficult to access.
The transport services were seldom used and there is no data on the actual use of the service, except for an
airlift conducted in January 2015, in support of the winterization campaign on behalf of IOM. The airlift was
rated as efficient and effective by the users.
One reason why the transport service was not used, was that transport was in fact available and reasonably
priced. The key issue was that transporters could not access certain areas, which is related to humanitarian
access, and which needs to be addressed through advocacy and access negotiation rather than transport
services (which does not solve the problem).
The inclusion of transport services in the ConOPS can be seen as having been a contingency strategy to be
able to provide the service in case of need, rather than a service based on an actual expressed need from a
number of humanitarian partners. The humanitarian partners managed to arrange their own transport, and
in hindsight the transport service was not required. This was not a detriment factor to the cluster, as no – or
little investment was put into the transport given the Cluster could use WFP transport services if needed.
Had the Cluster not been able to rely on partners assets (in this case WFP), the case would have been different
and would have required a closer follow up with partners on changing needs.

Recommendations
Review Strategy and Response Based on Actual Needs and Gaps
Recommendation 6: Plan service facilitation based on confirmed and recurrent needs
The decision on which services the Logistics Cluster can and should facilitate must be based on identified gaps
and recurrent needs expressed and prioritised by a variety of organisations. It is, therefore, recommended to
conduct a thorough needs assessment (as per Recommendation 1), by proactively reaching out to
humanitarian actors on the ground, and to foster stakeholders’ engagement (as per Recommendation 2)

25

laying down the conditions for partners to actively contribute to the cluster. In case of a rapid onset
emergency or change in an emergency, or lack of initial feedback from partners, the response (based on
expected needs) needs to be reviewed as possible when actual needs and gaps have been identified. In short,
to tailor the Concept of Operation according to need and not apply a standard model.
Recommendation 7: Provide strategic services which add value to the humanitarian response
The Logistics Cluster should be concentrating on facilitating services that provide tangible solutions to issues
that are beyond individual organisation capacity to manage or which add strategic value to the humanitarian
response. It is recommended to develop a communications strategy on how to raise awareness on where the
Logistics Cluster can add value to the humanitarian response in the selected areas of intervention.

3.4. GLOBAL LOGISTIC CLUSTER
At global level the Logistics Cluster provides strategic and policy guidance to broaden knowledge and
improve decision making in humanitarian logistics and works on system-wide preparedness and
contingency planning. In addition, the cluster provides logistics surge capacity and support to the
humanitarian community to reinforce operations on the ground.
The Lessons Learned team assessed that the support provided by the Global Logistics Cluster was irregular.
The remote desk support provided by Logistics Officers and Information Management Officers was
recognised as valuable, but was received on demand as opposed to being a steady two-way collaboration. In
addition, HQ focal points were too often rotating, making for disruptive relationships which to a certain
extent has led to ineffective guidance and technical support provided to the staff in the field.
Surge capacity and the overall staffing support was deemed inadequate by field staff, which was also
confirmed by some respondents who referred to the Global Logistics Cluster as “understaffed”, “lacking
resources”.
Neither the Cluster Coordinator nor the Information Management Officer received a proper handover or a
briefing before taking on their position. They both received specific training, which was very much
appreciated and recognised as helpful in the execution of their functions, but the training should have been
conducted earlier in their assignment.
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Recommendations
Prepare staff for their posting through training, briefing and guidance
Strengthen HQ Country Office support
Develop a global M&E framework and strategy
Recommendation 8: Prepare staff for their functions and posting
It is recommended that the Global Logistics Cluster ensure that field staff receive appropriate trainings and
briefings as follows:


Prior to deployment: a briefing from relevant Global Logistics Cluster staff including guidance on the
functional tasks, focal point in HQ and the kind of support available;



During the first week of deployment: a formal handover from departing staff including an overview of
the country situation, list of main counterparts, their role and their relation with the Logistics Cluster and
a thorough operational update. The staff contracts should overlap until handover has been done. In
addition, staff objectives for the mission should be defined to allow for accurate mid-term and final
evaluation of achievements versus targets;



Within the first three months of assignment, training specific to the staff functional area should be
provided.

Recommendation 9: Strengthen HQ Country Office support
It is recommended that the Global Logistics Cluster ensure country focal points are regular. Given the limited
number of resources covering several countries and often deploying, it may be advisable to establish an
alternate for each focal point ensuring that focal points are knowledgeable about the operation they support.
It is recommended that Focal points establish regular interactions with their country counterparts and work
together to find the most suitable solutions/products to support the operation. In this connection to ensure
the support is valuable and the relationship well established, it is recommended for the focal points to travel
to their country of responsibility at least once a year especially in key periods, such as during budget revisions
or during the Humanitarian Response Plan process.
In support of a more strategic role for the Logistics Cluster and for any other major operation challenges
needing Global Level support it is recommended to use focal points as advocates who can help escalate the
issues for adequate support. This could for example be in connection with raising awareness of logistics issues
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which hamper the overall logistics response, and where consorted efforts are required to address the
challenges. Focal points can help reach out to Global Leads.
Recommendation 10: Establish country-specific KPIs for HQ staff
Within the overall Global Logistics Cluster Key Performance Indicators, specific targets should be identified
for the different operations. KPIs should be preferably developed during the needs assessment. This would
enable a more dependable monitoring of the operation and the support received and methodical assessment
of achievements in terms of appropriateness efficiency and effectiveness, against set targets.
Recommendation 11: Establish a global M&E framework and strategy
Neither the Global Logistics Cluster nor OCHA or IASC provide an M&E framework, to guide the Logistics
Cluster teams in monitoring key performance indicators. The few indicators monitored are determined by
WFP corporate and donor reports, and are not very indicative of the Logistics Cluster performance. While the
project budget and Humanitarian Response Plan provide an overall framework to determine how funds are
allocated and which project activities are implemented, the development of a more fine-tuned monitoring
tool providing the opportunity for review, project alignment and decision-making, is recommended.
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4. MATRIX - OVERVIEW OF KEY RECOMMENDATIONS
KEY RECOMMENDATIONS
I Assert the Logistics Cluster Strategic role
II Strengthen Leadership on Logistics
III Establish a Proactive Information Management Function
IV Foster a Participatory Approach
LOGISTICS CLUSTER FUNCTIONS
COORDINATION
1 Strengthen leadership on logistics
2 Foster stakeholders engagement
3 Outreach - Raise awareness of the Logistics Cluster mandate and services
INFORMATION MANAGEMENT
4 Strengthen needs assessment
5 Proactively adapt IM portfolio according to needs
LOGISTICS SERVICE DELIVERY
6 Plan service facilitation based on confirmed and recurrent needs
7 Reaffirm the Logistics Cluster strategic role
GLOBAL LOGISTICS CLUSTER SUPPORT
8 Prepare staff for their functions and posting through training, briefing and guidance
9 Strengthen HQ Country Office support
10 Establish country-specific KPIs for HQ staff
11 Develop a global M&E framework and strategy
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ANNEX 1 – PEOPLE CONSULTED
ORGANISATION

ROLE

NAME AND POSITION

WFP

Lead Agency

UNHCR

Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Logistics Cluster

Jane Pearce, Former WFP Country
Director
Aman Aligo, Supply Chain Officer

DRC
WHO
WHO
WHO
IOM
IMC
ICRC
ACTED
UNICEF
LOGISTICS
CLUSTER
LOGISTICS
CLUSTER
LOGISTICS
CLUSTER
ACF
IRC
OCHA
OCHA
SAMARITAN
PURSE
UNFPA

Logistics Cluster
Logistics Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Coordination

WASH CLUSTER

Coordination Officer
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Participant to the Logistics
Cluster
Coordination

USAID/OFDA
WFP

Logistics Officer
Lead Agency

MERCY HANDS

DATE & LOCATION OF
INTERVIEW
Rome, 21 July 2016
Erbil, 2 August 2016

Fabrizio Minini, Logistics Manager

Erbil, 2 August 2016

Naser HUSSAIN , Head of Logistics

Erbil, 2 August 2016

Victor Martinez, Logistics Officer

Erbil, 2 August 2016

Amgad Gaafar, Logistics Officer

Erbil, 2 August 2016

Abdulhameed MIRAN, SCM &
Logistic Officer
Abdullah H Jasim, Logistics
Reporting Officer
Ursula Schoell, Logistics Manager

Erbil, 3 August 2016

Otavio Costa, Logistics Coordinator

Erbil, 4 August 2016

Samuel Kweku Ocran, Deputy Head
of Logistics
Tania Regan, Logistics Cluster
Coordinator
Valentina Signori, Information
Management Officer
Julien Marcheix, Former
Information Management Officer
Caroline AVAN, Field Coordinator

Erbil, 7 August 2016

Erbil, 4 August 2016
Erbil, 4 August 2016

Erbil, 8 August 2016
Erbil, 8 August 2016
Rome, 20 August 2016
Skype, 8 August 2016

Omed Majid, Operations Manager

Skype, 8 August 2016

Makram Maleeb, Former
Humanitarian Access Coordinator
Antonio Massela
NEAL Josh, Senior Operations
Manager
Ahmed Malah, Humanitarian RH
Officer
Mohamed Ali Fadhil, Head
Emergency Response Department
Annemarie Swai, WASH Cluster
Coordinator
Kelly Bradley
Mahmood Amer, Head of Logistics

Erbil, 9 August 2016
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Skype, September 2016
Erbil, 10 August 2016
Skype, 10 August 2016
Skype, 10 August 2016
Skype, 10 August 2016
Skype, 20 December 2015
Erbil, 10 August 2016

ANNEX 2 – DOCUMENTS CONSULTED
DOCUMENTS CONSULTED
EVALUATION DOCUMENTS
OECD-DAC, OECD-DAC EVALUATION CRITERIA (ORGANISATION FOR ECONOMIC COOPERATION AND DEVELOPMENT
- DEVELOPMENT ASSISTANCE COMMITTEE, HTTP://WWW.OECD.ORG/DAC/EVALUATION/2754804.PDF )
ALNAP, EVALUATING HUMANITARIAN ACTION USING THE OECD-DAC CRITERIA, AN ALNAP GUIDE FOR
HUMANITARIAN AGENCIES, (HTTP://WWW.ALNAP.ORG/RESOURCE/5253.ASPX )
IASC
IASC, REFERENCE MODULE FOR INTER-AGENCY CLUSTER COORDINATION AT COUNTRY LEVEL, REVISED JULY 2015
IASC, GUIDANCE NOTE ON USING THE CLUSTER APPROACH TO STRENGTHEN HUMANITARIAN RESPONSE, 24
NOVEMBER 2006
LOGISTICS CLUSTER STRATEGY DOCUMENTS
LOGISTICS CLUSTER GLOBAL STRATEGY 2016-2018, ROME, APRIL 2016
HTTP://WWW.LOGCLUSTER.ORG/SITES/DEFAULT/FILES/LC_STRATEGY_2016_2018_1.PDF
LOGISTICS CLUSTER IRAQ DOCUMENTS – AVAILABLE AT www.logcluster.org/ops/irq14a
Logistics Cluster, Concept of Operation - Iraq, 4 July 2014
Logistics Cluster, Concept of Operation - Iraq, 22 September 2014
Logistics Cluster, Concept of Operation - Iraq, 7 July 2015
Logistics Cluster, Concept of Operation - Iraq, 12 August 2015
Logistics Cluster, Concept of Operation - Iraq, 11 November 2015
Logistics Cluster, SOPs - Standard Operating Procedures Warehousing - 12 August 2015
Service Request Form Snapshot - 19 August 2015
Logistics Cluster, 20 Meeting minutes from Baghdad, Erbil, Dahuk, January – December 2015
Logistics Cluster, 4 Operation Overview Updates, December 2014 - December 2015
Logistics Cluster, 4 Maps, March – November 2015
LOGISTICS CLUSTER, SURVEY JULY 2016
OCHA AND UN IRAQ DOCUMENTS
HUMANITARIAN COUNTRY TEAM IRAQ, CONTINGENCY PLAN,
HUMANITARIAN BULLETIN IRAQ, NOVEMBER 2015, OCHA
HUMANITARIAN BULLETIN IRAQ, OCTOBER 2015, OCHA
HUMANITARIAN DASH BOARD JANUARY-NOVEMBER 2015, OCHA,
IRAQ STRATEGY RESPONSE PLAN 2014-2015
IRAQ HUMANITARIAN RESPONSE PLAN, 2015
IRAQ HUMANITARIAN NEEDS OVERVIEW, 2015
OCHA 3W, FEBRUARY 2015 ONWARDS:
HTTPS://WWW.HUMANITARIANRESPONSE.INFO/EN/SYSTEM/FILES/DOCUMENTS/FILES/3W_OVERVIEW_PARTNERS
_20151231_V3.PDF
IRAQ HUMANITARIAN NEEDS OVERVIEW FOR 2015, PUBLISHED DECEMBER 2014, OCHA
IRAQ, HRP 2015 ACHIEVEMENTS, OCHA
IRAQ HUMANITARIAN RESPONSE PLAN 2015 (REVISED), OCHA, HTTP://RELIEFWEB.INT/REPORT/IRAQ/IRAQ-2015HUMANITARIAN-RESPONSE-PLAN-REVISED-ENUK
IRAQ SITUATION REPORT NO. 22, 26 DECEMBER 2014, OCHA
IRAQ SITUATION REPORTS 2015 ONWARDS, OCHA
WFP INTERNAL DOCUMENTS
WFP, SPECIAL OPERATION 200746, NARRATIVE AND BUDGET INCLUDING BUDGET REVISIONS
SYNTHESIS REPORT OF THE EVALUATION SERIES OF WFP’S EMERGENCY PREPAREDNESS AND RESPONSE (2012 –
2015), OCTOBER 2015
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ANNEX 3 – OVERVIEW OF SURVEY RESULTS
http://www.logcluster.org/document/iraq-lessons-learned-user-survey-results

RESPONDENTS
PROFILE
Local NGO
International NGO
UN Agency
Government
Other, please specify:
Logistic Coordinator
Logistic Officer
Other
Erbil
Dahuk
Baghdad
In Iraq for to 2 years
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Are you familiar with the Logistics Cluster
strategy for Iraq as outlined in the
Humanitarian Response Plan (HRP) 2015
and in the Logistics Cluster Concept of
Operations?

12%
63%
21%
2%
2%
26%
21%
28%
77%
57%
43%
82%

40.0%

60.0%
Yes
No

Familiar with the Logistics
Cluster strategy for Iraq as
outlined in the Humanitarian
60%
Response Plan (HRP) 2015 and
in the
Logistics
Cluster
Have
you been
able to address your main
Concept
Operations
logisticsofchallenge
with the assistance of the
Logistics Cluster?

Has the Logistics Cluster involved your
organisation in any discussions or reviews of
expected logistic needs (feeding into the
Logistics Cluster Concept of Operations)?

14.3%
23.3%

16.7%
Yes
85.7%

60.0%
Yes

No
No
I don't know
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ANNEX 4 – TERMS OF REFERENCE
Logistics Cluster Lessons Learned Exercise for Iraq
Terms of Reference
Date:

1-15 August 2016

Location:

Iraq, Baghdad and Erbil

Team Members:

Andre Hermann, Logistics Officer, Logistics Cluster; Veronica Rovegno, Information
Management Officer, Logistics Cluster, UNHCR, Gaurav Verma, Regional Advisor for
Procurement and Logistics Danish Refugee Council – MENA (Middle East and North
Africa)

The Global Logistics Cluster (GLC) commissioned a Lessons Learned Exercise for the Logistics Cluster
operation in Iraq, covering the period, January to December 2015 as part of the Logistics Cluster strategy to
ensure accountability to all stakeholders. The objective of this exercise is to i) draw upon lessons learned in
the past for future operations in Iraq and ii) help understand the specific challenges of a Logistics Cluster
operation in a complex emergency setting where physical access to beneficiaries and security remain the
main challenges for operating. A final report summarising the key findings and recommendations will be
published on the Logistics Cluster website.
Iraq Logistics Cluster Operational Background
The humanitarian situation in Iraq continues to deteriorate and grow more complex, as conflict protracts,
coping capacities diminish, and funding falls short. The surge in violence between armed groups and
government forces in Iraq has resulted in an estimated 3.2 million internally displaced persons (IDPs) across
the country and left more than 8.6 million in need of humanitarian assistance [OCHA, November 2015].
In 2015, in alignment with the revised Humanitarian Response Plan (HRP), the Logistics Cluster has been
requested to scale up its support to address logistics gaps and bottlenecks.
The Logistics Cluster has been active in Iraq since May 2014, providing:
 Coordination – to facilitate a unified humanitarian logistics response minimising duplication and
targeting support to the logistics gaps and bottlenecks prioritised by the humanitarian community;
 Information Management – to contribute to an efficient and effective response through the
promotion and facilitation of sharing logistics information across all organisations;
 Facilitation of common services – to support organisations with logistic services including storage, ad
hoc transport, contingency capacity and prepositioning, coordinating the planning of interagency
convoy and emergency airlift when requested, ensuring coordination and support to the Rapid
Response Mechanism as required.
Scope of the Lessons Learned Exercise
To assess the performance of the Logistics Cluster operation and draw lessons and recommendations.
The Lessons Learned Exercise will provide a background on the activation of the Logistics Cluster and the first
phase of the operation, but will focus on activities carried out in 2015 analysed by the core functions of the
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Logistics Cluster at country level, as defined by the Inter Agency Steering Committee, namely: coordination,
information management and facilitating access to common logistics services for the humanitarian actors.
Specifically, the Lessons Learned Exercise will look at:
1) How logistics bottlenecks and gaps were identified, which finally led to the activation of the Logistics
Cluster?
2) The implementation of the concept of operations and the alignment with humanitarian principles,
the Logistics Cluster mandate and the Global Logistics Cluster strategy.
3) The relevance and appropriateness of the Logistics Cluster activities and response – how were local
needs and priorities identified, and the subsequent Cluster operation designed and implemented?
4) The effectiveness of the Logistics Cluster response – did the Logistics Cluster operation meet the
stated objectives in a timely fashion?
5) The efficiency of the Logistics Cluster response – how efficient were available resources used for the
implementation of the Logistics Cluster operation?
Further, in support of the current Logistics Cluster operation, the Lessons Learned Exercise will also:
6) Collect feedback from stakeholders on future needs to inform the future strategy of the Logistics
Cluster operation in Iraq.
Methodology
The Lessons Learned Exercise will be conducted in three phases:
Phase 1: Extensive desk review of key documents such as project documents, performance reports, meeting
minutes, quantitative data related to the Logistics Cluster services, etc., and implementation of a user
feedback survey to collect feedback from Cluster users who are or have been working in Iraq or the region
during the reviewed time period.
Phase 2: Mission to Iraq, Baghdad and Erbil to visit operations and conduct single or group interviews with
key stakeholders such as users of Logistics Cluster services, Government representatives, donors,
coordinating institutions such as clusters, OCHA, Humanitarian Coordinator, and others as relevant. Some
interviews maybe conducted remotely.
Phase 3: Analysis of collected data and drafting of the report. In a workshop with the Global Logistics Cluster
team preliminary findings will be discussed and validated. The final report will be reviewed external by a
Logistics Cluster focal point for quality assurance.

35

ANNEX 5 – CONOPS MAP OF IRAQ, December 2014

36

ANNEX 6 – LIST OF ACRONYMS
ACRONYM
ACF
ACTED
CONOPS
DRC
ECHO
GIS
GLC
HC
HCT
HOPS
HNO
HRP
IASC
ICCG
ICRC
IDPS
INGOS
IM
IMC
IRC
KPI
L3
LCA
LLE
M&E
MT
MSB
MSF
NFI
NGO
NRC
OCHA
OECD-DAC
RITA
SITREP
SOP
SRF
UBD
UN
UNICEF
UNFPA
UNHCR
WFP
WHO

Action Against Hunger
Agency for Technical Cooperation and Development
Logistics Cluster Concept of Operation
Danish Refugee Council
European Commission’s Humanitarian Aid and Civil Protection Department
Geographic Information System
Global Logistics Cluster
Humanitarian Coordinator
Humanitarian Country Team
Humanitarian Operations Centre
Humanitarian Needs Overview
Humanitarian Response Plan
Inter-Agency Standing Committee
Inter-Cluster Coordination Group
The International Committee of the Red Cross
Internally Displaced Persons
International Non-Government-Organisations
Information Management
International Medical Corps
International Red Cross
Key Performance Indicator
System-Wide Level Three Emergency
Logistics Capacity Assessment
Lessons Learned Exercise
Monitoring and Evaluation
Metric tonnes
Swedish Civil Contingencies Agency
Doctors Without Borders (Médecins Sans Frontières)
Non-Food-Item
Non-Governmental Organisation
Norwegian Refugee Council
United Nations Office for the Coordination of Humanitarian Affairs
Organisation for Economic Cooperation and Development – Development Assistance Committee
Relief Item Tracking System
Situation Report
Standard Operating Procedures
Service Request Form
Unsolicited Bilateral Donation
United Nations
United Nations Children’s Fund
United Nations Population Fund
United Nations Refugee Agency
United Nations World Food Programme
World Health Organisation
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