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1. Executive Summary 
 

 

 

1.1. Key points of primary analysis  
 

1) The GNE respondents and their answers are credible, based on grounded experience, and are 

representative of the current situation in Afghanistan. 

2) The GNE respondents have well developed plans and strategies. There is no apparent need for the 

GLC support in this area.  

3) Organisations have developed, and currently maintain, reliable, flexible, agile and cost-efficient 

supply chains. There is no apparent need for the GLC support in this area.  

4) The creation of a logistics coordination forum may be relevant. However, this can be satisfied 

without the need to commit resources for a full, formal activation of a Logistics Cluster. 

5) There are some gaps in information management (IM) and the availability of GIS mapping. 

However, these needs can be addressed without formal Logistics Cluster activation. 

6) There is no general gap in common logistics services in the country. 

 

 

1.2. Recommendations 

 

1) The GNE analysis does not support the activation of a Logistics Cluster (LC). 

2) The GNE analysis supports the establishment of a humanitarian Logistics Working Group (LWG) in 

Afghanistan. 

3) The GLC to build the leadership capacity of LWG. 
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2. Background 
 

2.1. Humanitarian situation overview during the GNE 
(Source: OCHA Operational Situation Report 29 April 2020) 

Confirmed COVID-19 cases approach 2,000 people across 33 provinces. 61 people have died and 256 

recovered. Partners have delivered WASH kits and tailored hygiene promotion activities to more than 

100,000 people, have reached almost 84,000 people with COVID-19 awareness raising materials, and have 

supported more than 29,000 women and children with Psychosocial Support services to cope with the 

emotional consequences of COVID-19. Humanitarians continue to monitor secondary impacts of extended 

lockdowns on vulnerable households and warn these may exacerbate existing needs and push households to 

adopt negative coping strategies. Humanitarian responses to conflict- and natural-disaster emergencies 

continue, alongside the COVID-19 response. Partners are modifying implementation plans to mitigate the 

spread of COVID-19. 

2.2. GNE rationale 

The Humanitarian Coordinator (HC) in Afghanistan, initiated the idea of a logistics Gaps and Needs Exercise 

(GNE) at the beginning of April 2020, based on the challenges reported by OCHA and the humanitarian 

community in general; the effects of international supply chains disruptions; and anticipating aggravation of  

the situation in the event of a COVID-19 outbreak. While the Afghan government had not yet disclosed any 

action plan and while no NGO or UN humanitarian agency had not specifically requested any support from 

WFP, the Global Logistics Cluster (GLC) was approached to support the initiative.  

From the WFP Country Office (CO) perspective, Afghanistan has remained an emergency for the past 

decades, and the last time the Logistics Cluster was activated in Afghanistan was in 2011. But for the past 5 

years, the situation has changed significantly with greater insecurity and reduced funding. Only well-

established UN agencies and few international NGOs have remained in the country. WFP anticipates that the 

coronavirus outbreak in Afghanistan is likely to have a devastating effect on the public health system and 

that on a no-regrets basis, the humanitarian community should plan for the worst. Recently, WFP reported 

that the border with Pakistan remains partially – and intermittently – closed for cargo movement. At the time 

of writing, WFP shipments totalling 268 metric tons of food remain queuing and pending clearances at the 

Pakistani border. 

Other HCT and HAG members also voiced concerns at the delays their international supply routes are facing 

problems in bringing critical supplies from Pakistan, where movement restrictions have delayed trucks and 

containers at the Afghan border. Generally, international procurement for Covid-19 supplies remains 

difficult, so there is an expectation that better coordination will help all partners.  

From OCHA’s perspective, the establishment of a Logistics Cluster (LC) – or a Logistics Working Group (LWG) 

– would help the humanitarian community overcome a “plethora of logistics issues for the Covid-19 

response”, including cargo and equipment importation hurdles, gaps in logistics services, mapping of 

community assets to avoid duplication, information sharing, task division, and other activities typically 

conducted by the LC. Overall, OCHA points at the need, expressed by aid workers, to establish clarity on who 

is taking the lead on a range of logistics issues. However, it should be noted that several expectations fall 

outside the scope of the LC. These include: customs fast tracking for humanitarian goods (government 

relations OCHA mandate), field hospitals for aid workers (WHO mandate, UN COVID-19 Supply Chain Task 

Force), exemption from levies on commercial haulers (government relations OCHA mandate), civil military 

coordination (civ-mil OCHA mandate), field access negotiations (civ-mil OCHA mandate).  
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3. Task and methodology 
 

3.1. GNE scope of work 

 

GNE process initiation 

In the present context of a global COVID-19 pandemic, with a high risk for an outbreak in Afghanistan (AFG), 

WFP requested that the Global Logistics Cluster (GLC) conduct a remote Gaps and Needs Exercise (GNE), and 

to recommend the most appropriate logistics coordination mechanisms to support the community in 

overcoming the logistics constraints they face. 

 

Definition of the GNE 

The GNE is a series of interviews with the logistics coordinators or operations directors of organisations that 

have humanitarian logistics operations in country. It is conducted by an experienced team, supported by the 

GLC, and aims to identify the broad logistics gaps and the bottlenecks being faced. Should the GNE report 

recommend cluster activation, the WFP CO can use the report and its recommendations to advocate 

accordingly to the HCT and the government. 

3.2. GNE timeline 

• 07-April: The GNE was requested by the WFP AFG CO. 

• 15-April: The GNE was introduced to the ACBAR OCHA WebEx meeting 

• 18-22 April: The contact short list of 20 organisations (15 NGOs and 5 UN agencies) was finalized by 

WFP AFG CO in consultation with ACBAR members. 

• 18-22 April: A GNE questionnaire was redesigned to support online interviews, collecting a range of 

quantitative and qualitative information from participants. 

• 27-April to 03-May: GLC conducts remote interviews with the 18 organisations (13 NGOs, 5 UN 

agencies) that responded and were able to participate. Each interview took around one-hour to 

complete. 

• 03-04 May: The collected data was transformed to the visualisations shown in the Annex by a GLC 

analyst 

• 05-May: First group meeting (gathering most of the GNE participants) to review gaps and bottlenecks 

as perceived by the interviewed partners 

• 06-May: GLC presents the first draft of the report to the AFG WFP CO. 

• 06-12 May: Assuming the draft is cleared by WFP CO, the GNE team (GLC) sends the report to the 

interviewees to review, confirm data, comment on analysis, and endorse the recommendations by 

close of business. 

• 11-May: GLC transmits the final report to WFP CO.  

 

3.3. GNE Report Structure 

The first section (chapter 4) describes the collected information and outlines the ‘Preliminary findings’ (PFs). 

The next chapter describes the gaps and the bottle necks, as perceived by the interviewees, and indicates 

which elements fall outside the scope of the Logistics Cluster mandate (see also Annex 2 p.21).  

 

The final section presents the report’s recommendations, for use by the WFP CO in informing the RC and the 

HCT. This section also indicates possible solutions to the identified gaps within LC mandate, and suggests 

areas that might be explored for the issues falling outside LC mandate. 

http://www.acbar.org/
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4. Preliminary findings (PFs)  
 

PF 1: The GNE respondents and their answers are credible, based on grounded experience, and are 

representative of the current situation in Afghanistan (Annex 1 fig. 1) 

a) Data was collected from a representative cross-section of the humanitarian logistics management 

community and reflects perceptions of the overall and logistics contexts in Afghanistan at this time. 

b) The respondents are professional logistics managers, with many years of experience in emergency 

logistics management. Many of the organisations represented have been operating in the 

Afghanistan for many years (e.g. HALO has 40 years’ experience in Afghanistan), often under severe 

security conditions.  

c) The GNE covers a broad range of humanitarian operations in Afghanistan and maps the respondents’ 

geographical presence and sectoral focus of their activities. From this it can be extrapolated where 

resources are likely to be the most available. 

 

PF 2: The GNE respondents have well developed plans and strategies (Annex 1 fig. 2). There is no apparent 

need for the GLC support in this area.  

a) Most organisations interviewed are implementing logistics activities on systematic planning, with a 

time-horizon of 6 to 12 months (or more), based on the well-defined needs, and supported by 

consistent and regular M&E reports. 

b) Standard of Operations (SOPs) are generally well defined, nuanced to context, implemented, and 

regularly reviewed and updated. 

c) Organisation can fund their logistics activities 

d) The logistics staff are generally well trained and well prepared for their work in emergency contexts. 

Most organisations have access to, and the ability to adapt, logistics training material. 

e) Business Continuity Plans (BCPs) are generally well prepared, and the organisations interviewed have 

implemented and adapted these for the current COVID-19 outbreak. 

 

PF 3: Organisations have developed, and currently maintain, reliable, flexible, agile and cost-efficient 

supply chains (Annex 1 fig. 3). There is no apparent need for the GLC support in this area. 

a) It comes as no surprise that organisations operating in Afghanistan have accumulated years of 

experience and have fine-tuned their logistics operation: Most responders rate their logistics 

organisation’s performance (on essential strategic metrics) from good to excellent. 

b) The organisations interviewed conduct a wide range of program activities. Dealing with the security 

context, access difficulties, and highly variable climatic conditions have all contributed to strong 

logistics management. Organisations generally operate and meet demanding standards, with little 

margin for error, while maintaining agile and flexible supply chains, and managing large budgets and 

numerous assets. 

c) Generally, the organisations interviewed report that most of their procurement is done nationally 

(often as a deliberate means of developing markets in-country). There are several outliers, mainly 

organizations that have developed their own international supply routes either because their 

organization exists and operates a supply chain at global level, or because their programs require 

specific quality or quantity standards that can only be sourced internationally. 
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PF 4: The creation of a logistics coordination forum may be relevant (Annex 1 fig. 4). However, this can be 

satisfied without the need to commit resources for a full, formal activation a Logistics Cluster.  

a) Logistics coordination is certainly constrained as there is no dedicated mechanism offering an inter-

agency forum for logistics practitioners to gather and exchange information. The existing 

coordination mechanisms (i.e., between humanitarian organisations and/or under the government 

authorities) do work, even if the strength, the efficiency and the effectiveness of these mechanisms 

are mostly average.  

b) There is substantial logistics expertise across the responding organisations, the information networks 

are mature (although relatively siloed), and there appears to be interest in establishing a logistics 

working group (LWG) in principle. Should such an LWG be established, its terms of reference would 

have to be defined and agreed amongst partners, and capable leadership would have to be ensured, 

with the remote support from the GLC as needed. A few other organizations already stand out as 

potential candidates for co-chairing a LWG along with WFP (to be further discussed, with the forum, 

during the first coordination meeting). 

c) Under Covid-19, most operations are currently conducted by remote management. Activities that 

are ongoing have been reduced to only essential lifesaving operations, using well-established and 

autonomous logistics organisations. Unlike sudden-onset disasters that see an influx of many new, 

often inexperienced, actors, the organisations currently operating in Afghanistan have done so for 

many years, and are familiar both with other, and with the overall context. An LWG coordination cell 

may add value but is not critical in the general Afghan context. 

d) The global pandemic is affecting supply chains through delays, movement restrictions, increased 

procurement costs, and increased operational costs (e.g.,  demurrage at the border). A number of 

organisations hope that logistics coordination could help with imports delays, tax exemption and/or 

the fast-tracking of customs procedures. While a LWG may find and share information on such 

(logistics) related topics, these specific (legal) issues fall under OCHA’s mandate. Typically, OCHA will 

support organisations in dealing with governments and ministries. In Afghanistan, OCHA may help 

NGOs and UN agencies in need, by channelling requests (for example) through the Procurement 

Working Group in existence.  

 

 

PF 5: There are some gaps in information management (IM) and the availability of GIS mapping (Annex 1 

fig. 5). However, these needs can be addressed without formal Logistics Cluster activation.  

a) The partners interviewed generally have a detailed knowledge of the country’s commercial 

capacities and the ability and know-how to update this information. While individual partners have 

no strong IM gap to be addressed, nevertheless an effective Logistics Working Group would 

facilitate the sharing and exchange of information across organisations. Hence, a dedicated IM for 

the LWG would be desirable, which can be sourced from existing capacity available within the 

organizations operating in Afghanistan. 

b) Organisations like WFP, DRC, HALO, ICRC and MSF, with many years of operations in Afghanistan 

for years, all maintain strong GIS mapping capacities. However, while there is no GIS gap in the 

country, facilitating collaboration and leveraging different capacities and areas of the expertise 

would benefit the broader humanitarian community’s response. 
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PF 6: There is no general gap in common logistics services in the country (Annex 1 fig. 6) 

a) Storage services appear to be readily available, although with differing quality of infrastructures 

and management services across regions. Further, mapping of storage capacity and services for 

broader humanitarian community is not available, which can enable some logistics efficiencies. 

b) While land transport services are straightforward to acquire, quality also remains problematic.  

c) Air transport is generally perceived as easily available but remains too expensive to be realistic for 

most organisations. 
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5. Participants’ perceptions on emerging gaps and 
bottlenecks under the COVID-19 emergency 

 

Bottleneck 1: Information sharing and collaboration between organisations 

Proposed solution: To (formally) create and maintain an LWG. The first step is for partners to define agree 

on the terms of reference (ToRs – the GNE analysis can support the process of definition) to clearly identify 

the role of the LWG. The second step would be to review possible (organisation) candidates (meeting the 

leadership criteria) and agree on a lead for the LWG. WFP CO confirms that WFP, as the designated Logistics 

Cluster lead agency, would take on the leadership responsibility and would chair the LWG while one 

designated NGO would be sitting as Co-Lead. The GLC would remain available to train, guide and advise the 

LWG lead nominee. The next LWG meeting could take place on 12 May 2020 (suggested date).  

Deadline for action: By 19-May 

 

Bottleneck 2: Shortages of PPE supplies 

International supplies of PPEs and other critical COVID-19 items are not getting through to Afghanistan’s 

markets. Those items that are available in local markets are reported to be of sub-standard quality.  

Proposed solution: Globally, WHO and UNICEF remain the main UN partners for procurement of medical 

items, medicines and PPE. Neither the LWG nor WFP should be involved in the procurement of medical items 

or medicines. Should the national markets not allow the access to quality items, the procurement of COVID-

19 supplies must coordinated through COVID-19 Supply Chain System and its purchasing consortia.  

Note: “Three purchasing consortia have been established at global level for each of the key product areas: 

Personal protective equipment (PPE), Diagnostics and Clinical Management to coordinate and leverage 

exiting mechanisms, systems, expertise, and capacity of the participating partners. Membership in each of 

the purchasing consortia varies, but includes among others WHO, UNICEF, UNDP, UNOPS, the Global Fund, 

World Bank, Unitaid, PAHO, Africa CDC, BMGF, FIND, CHAI, DFID and PATH” (extract from COVID-19 Supply 

Chain System, Requesting and Receiving Supplies, WHO). 

For procurement by partners on the national markets, the LWG may gather information throughout the 

forum and create a common database of national PPE suppliers. 

Deadline for action: Pending request formally expressed to the Geneva WHO COVID-19 Supply Chain Task 

Force 

 

Bottleneck 3: Cold chain and medical storage 

Existing temperature-controlled storage facilities are insufficient at Kabul Airport to accommodate medical 

items and COVID-19 related supplies. 

Proposed solution: Specificities (i.e., storage volume needed and anticipated pipelines) and requirements 

(i.e., temperature) should be clarified by LWG and viable options should be listed. A solution should be found 

through the LWG partnership and collaboration. 

Deadline for action: By 19-May 

 

Bottleneck 4: Road transport 

As internal lockdowns affect supply routes and reduce the availability of transporters, service costs have 

increased.  

Proposed solution: Humanitarian convoys systems may be considered, to get essential life-saving supplies 

moving within the country. Further discussions to define needs and requirement are needed within the LWG 

forum. 

Deadline for action: By 12-May 
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Bottleneck 5: AFG – PAK border closures  

Only lifesaving humanitarian cargo (i.e., medical items and food) in transit can come through the border, 

although predictability around timeframes remains a problem. 

- UNICEF reports 30 containers stopped at the border 

- WFP reports 268 MT stopped at the border 

- ICRC reports 10 trucks stopped at the border (as the cargo was procured in Pakistan, i.e., no in transit) 

Proposed solution: The meeting on 5-May proposed consolidating all humanitarian cargo on the Pakistan 

side, and have it fast tracked through a cross-border operation. Such operation requires very complex 

negotiations with governments and would entail the availability and the deployment of resources that are 

currently not available.  

Furthermore, the AFG-PAK cross-border issues, raised during interviews and through special HAG meeting 

on logistics, were identified as to be dealt with via HC to government and donors, for their advocacy and 

support, to unblock problems facing smooth cross-border supply chain. 

Deadline for action: By 19-May 

 

Bottleneck 6: Delays in customs procedures and tax exemptions  

Proposed solution: LWG to ask for OCHA’s support and to work with Ministry of Foreign Affairs (MoFA) 

(Customs Direction) to produce and disseminate an updated customs clearance and tax exemption 

procedures guidelines. Note that once the LWG is established and a lead is nominated, the LWG would be in 

a position to establish relations with and invite a (Customs Direction) official to answer specific questions for 

the forum. 

Furthermore, customs procedures and tax exemptions issues, also raised through special HAG meeting on 

logistics, were also identified as to be dealt with via HC to government and donors, for their advocacy and 

support, to ensure a) effective preparedness and b) efficient supply of medical equipment to boost COVID-

19 treatment wards despite volatile conditions. 

Deadline for implementation: By 19-May 
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6. Recommendations based on needs analysis 
 

1. The GNE analysis does not support the activation of a Logistics Cluster (LC). 

Based on the results of the GNE and the above preliminary findings, the GLC does not see the need to activate 

the LC. While there is an added value for the organisations responding to the COVID-19 pandemic in 

Afghanistan to improve their coordination and to achieve a higher degree of information sharing (i.e., about 

field operations in general, access constraints, knowledge of logistics capacities at country level, and GIS 

mapping services), the GLC considers that coordination mechanisms and information sharing between 

partners do not suffer a gap, but rather, are characterised by underutilization and a certain “silo effect”. The 

GNE analysis has recognized a general will to improve collaboration and the GLC is confident that the 

experience, the expertise and the resources to cover the existing gap are already present within the logistics 

community.  

2. The establishment of a humanitarian Logistics Working Group (LWG) in Afghanistan 

The GLC already supports the WFP CO remotely and will further help the creation and the maintenance of a 

LWG in AFG. WFP CO will participate in the LWG, will support its coordination cell, and will support a request 

to OCHA to facilitate the introduction of the LWG to the Access Working Group (AWG) and the Procurement 

Working Group (PWG). The LWG, the AWG and the PWG should ensure a presence in each other’s forums as 

the cooperating elements of a supply chain. The Terms of Reference of the LWG may be suggested by the 

GLC but should be formally endorsed by the LWG forum itself (the list of participants may evolve as an 

extension of the initial forum, i.e., the participants of the GNE). Here a line on selection of the membership 

and identification of the Co-Lead can be added, along with the reporting line for LWG, which could be ICCT 

or HAG (this was proposed at the HCT last week and the decision is with the LWG which we can discuss on 

12May20 at the LWG meeting). Please also add the IM requirement for the LWG. 

3. The GLC to build the leadership capacity of LWG and conduct a new GNE in 2 months’ time 

With the support of the GLC, WFP will ensure the leadership of the LWG and will work with the LWG partners 

to identify co-leadership. A dedicated GLC coordinator will be deployed in Afghanistan at the earliest possible 

and will build the capacity of the LWG so that the present needs are met. The priority on the agenda will be 

to define, with the LWG participants, the terms of reference (ToRs) for the group, and the concept of 

operations. The coordination meetings will be maintained on a weekly basis, will systematically review the 

partners’ respective situations and the constrains they meet and, will focus on sharing the information they 

need. The LWG ToRs, strictly based on needs analysis will be reviewed on regular basis. To that effect and 

given the evolving nature of the situation in Afghanistan, the GLC will conduct another GNE in 2 months’ time 

(i.e., beginning of July 2020), based on how the Covid-19 situation evolves. While the LWG’s initial task is to 

support the COVID-10 response, its purpose is to fill any gaps that may emerge and fall within its scope of 

mandate. In taking the leadership of the LWG, WFP reaffirms its long-term commitment to support its 

partners. 
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Annex 1 
 

Fig. 1 

The GNE respondents: The source of the information presented in the GNE report 

 

Number of organisations by provinces 
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Number of organisations by provinces and activity type 

 

 

Top ten provinces (by number of active organisations) by activity type 
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Fig. 2 

 

Logistics planning supporting the HRP 

Question: When considering the (HRP) activities to support, how far does your logistics planning horizon go?  
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Capacity to develop and/or review the logistics planning and strategy 

Question: Are you able to develop and/or review your logistics plans and strategy? Please estimate and rate 

your planning capacity, across the following 4 operational and strategic levels 

a) Implementation, maintenance and development of your own Standard Operation Procedures (i.e.: 

SOPs) 

b) Monitoring and systematic evaluation of the needs in relation to program support (i.e.: visibility on 

field operations and overall quality of reports, M&E unit, Program planning unit) 

c) Monitoring and systematic evaluation of the Logistics unit's performance (i.e.: Cargo tracking, Data 

analysis, Fuel consumption reports) 

d) Ability to engage in advocacy and request resource mobilization (i.e.: Approach donors and secure 

funds for logistics support) 

 

 

 

 

Ability to continue with operations as planned in HRP while adapting to a volatile context 

Question: What is current ability to continue with its operations as planned, while adapting to a volatile 

context? Please rate [organisation’s] logistics preparedness and agility across the following 5 areas: 

a) Organisation’s emergency preparedness in general 

b) Organisation’s (specific) emergency preparedness for a (COVID-19) outbreak 
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c) The training level of logistics staff (i.e.: the training level required to conduct logistics operations in 

an emergency context) 

d) Access to training material in order to build the capacity of your logistics team 

e) Strength of the Business Continuity Plan (BCP) with regards to COVID-19 Outbreak 
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Fig. 3 

General procurement sourcing 

Question: What is the share of your international vs. national procurement? 
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Logistics operation performance against essential strategic metrics  

 

Question: Could you please rate the performance of your logistics organisation’s performance against the 

following metric: 

a) Delivery reliability (i.e.: delivery performance, order fulfilment in quantity and quality) 

b) Organisation logistics' responsiveness (i.e.: order fulfilment in time)   

c) Flexibility (i.e.: agility, capacity for the organisation to adapt to changes) 

d) Cost efficiency (i.e.: maintains standards and achievements within budget) 

e) Asset management (i.e.: efficient management of equipment, goods inventory and working 

resources) 
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Fig. 4 

Strength, efficiency and effectiveness of the coordination mechanisms 

 

Question: Considering the (existing) humanitarian coordination mechanisms, would you say that these 

(mechanisms) are overwhelmed (or constrained) in their ability to respond to the actual needs (to ensure 

logistics support to programs)? 

a) Between the key humanitarian partners (i.e.: NGOs, National agencies, UN agencies, donors) 

b) Between and with national/local authorities (i.e.: State institutions, local civil society)  

c) In the consultation/participation with communities (i.e.:  Community-based approach)  
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Fig. 5 

Availability of the intelligence tools 

 

Question: As logistics manager, do you have access to the necessary and verifiable information (that you 

need) to make informed decisions? Please estimate the availability - and verifiability - of the following 5 

"intelligence tools": 

a) Knowledge of the (country) Logistics Capacity (e.g.: service provider, market prices, national 

agencies ruling commercial activities)  

b) Reference to existing operational standards (SOPs) relating to the logistics operations you have to 

conduct 

c) Availability of guidelines and reference manuals for logistics management in emergency contexts 

d) Access to communication material between field operations within the humanitarian logistics 

community (e.g.: contact lists, meeting minutes, bulletins, situation reports)   

e) Access to GIS services for general logistics planning (e.g.: road networks, infrastructures, capacities, 

access constraints) 
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Fig. 6 

General availability of logistics infrastructures and services 

 

 

Gap definition: The GLC considers a gap to emerge when a certain logistics service is needed but 

humanitarian organisations cannot access commercial service providers (e.g.: these do not exist or are 

discontinued) or no collaboration can be leveraged between partners. 

  

Question: How would you rate the availability of the following 3 common logistics services in Afghanistan: 

a) Access to storage infrastructure and services 

b) Access to delivery by land/road transport  

c) Access to delivery by air transport 
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Annex 2  
(The Logistics Cluster Scope of Mandate for general information) 

 
Recalling some key IASC Principals 

(Extracted from the IASC Reference Module for Cluster Coordination at Country Level – revised edition July 

2015) 

Under the Transformative Agenda, IASC Principals agreed that activation of clusters must be more strategic, 

less automatic, and time limited. HCs should only recommend the activation of clusters when there is an 

identified gap in the enabling environment warranting their activation. Formal activation of clusters may be 

difficult in circumstances where Government capacity is constrained.   In such contexts, different ways of 

augmenting coordination and response capacity may need to be found, underpinned by the principles of 

the cluster approach. 

To ensure that clusters continue to operate only while they are strictly needed, plans to deactivate and 

transition clusters should be prepared as soon as possible after activation. Building the capacity of local 

partners and Government should be an objective from the outset. 

A. The criteria for cluster activation are met when: 

 

1. Response and coordination gaps exist due to a sharp deterioration or significant change in the 

humanitarian situation. 

2. Existing national response or coordination capacity is unable to meet needs in a manner that 

respects humanitarian principles, due to the scale of need, the number of actors involved, the 

need for a more complex multi-sectoral approach, or other constraints on the ability to respond 

or apply humanitarian principles. 

 

B. The procedure for activating a cluster or clusters is as follows: 

 

1. The RC/HC and Cluster Lead Agencies (CLAs), supported by OCHA, consult national authorities to 

establish what humanitarian coordination mechanisms exist, and their respective capacities. 

2. Global CLAs are alerted by their country representatives and OCHA, prior to the UNCT/HCT 

meeting to discuss activation, to ensure they are represented at the meeting. 

3. The RC/HC, in consultation with the UNCT/HCT, determines which clusters should be 

recommended for activation, assisted by analysis of the situation and preparedness planning.14 In 

each case, the decision should be based on the criteria above. 

4. The RC/HC, in consultation with the UNCT/HCT, selects CLAs based on agencies’ coordination 

and response capacity, operational presence, and ability to scale up. The selection of CLAs ideally 

mirrors global arrangements; but this is not always possible and sometimes other organizations 

are in a better position to lead.  Under the IASC Transformative Agenda, Cluster Lead Agencies 

were encouraged to consider developing a clearly defined, agreed and supported sharing of 

cluster leadership with NGOs wherever feasible. For further details on shared leadership 
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The Logistics Cluster scope of mandate 

 

A. At GLOBAL Level (GLC Desk/Field Support in Rome)  

 

1. Standards and policy-setting  

a) Consolidation and dissemination of standards  

b) Development (where necessary) of standards and policies 

c) Identification of “best practices” 

 

2. Building response capacity  

a) Training and system development at the local, national, regional and international levels  

b) Establishing and maintaining surge capacity and standby rosters  

c) Establishing and maintaining material stockpiles  

 

3. Operational support  

a) Assessment of needs for human, financial and institutional capacity  

b) Emergency preparedness and long-term planning  

c) Securing access to appropriate technical expertise  

d) Advocacy and resource mobilization 

e) Pooling resources and ensuring complementarity of efforts through enhanced partnerships 

 

 

B. At COUNTRY Level (Emergency Operations/Activated Log Cluster/Sectors) 

 

1. Establishment and maintenance of appropriate humanitarian coordination mechanisms  

a) Inclusion of key humanitarian partners  

b) Coordination with national/local authorities, State institutions, local civil society and other 

relevant actors  

c) Participatory and community-based approaches  

 

2. Needs assessment and analysis 

a) In-country Logistics Capacity Assessment (LCA/d-LCA updates) 

b) Field driven Gaps and Needs Assessments (Gaps and Needs Exercise and Analysis)  

 

3. Planning and strategy development 

a) Application of standards 

b) Monitoring and reporting 

c) Advocacy and resource mobilization 

 

4. Provision of assistance or services as a LAST RESORT (i.e.: when services are not available commercially or 

through other partners) 

a) Temporary warehousing 

b) Land, air or water transport 

 

5. Building Response Capacity  

a) Emergency preparedness 

b) Training and capacity building 
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C. Notes on procurement in the COVID-19 context (relaying WFP Supply Chain Management’s directives): 

 

• While the points above provide the exhaustive list of the Logistics Cluster expertise, procurement is 

not one of them. Furthermore, the Logistics Cluster (or Sector) cannot undertake any procurement, 

as it has no legal existence, cannot hire staff, open a bank account, raise purchase orders or pay 

invoices.  

• In a number of countries, governments are coming to WFP with procurement requests for a full range 

of medical supplies (e.g.: medicines, PPEs, thermometers) while such request should be addressed to 

WHO and UNICEF as the national counterparts for this purpose – including the procurement of 

medical items for UN Clinics.  

• However, if a request to procure medical supplies originates from the UNCT/HCT due to insufficient 

in-country capacity of both WHO and UNICEF, WFP can explore the possibility of the purchase. This 

should be done on a case-by-case basis, and only for items focused on COVID-19 preparedness and 

response plans. If the feasibility analysis, completed in coordination with the WFP Regional Bureau 

and WFP HQ, shows that WFP is in the position to move forward with the procurement, the financial 

resources to do so should originate from the requesting organisation. 

 

 

D. Notes on importations and customs clearance in the COVID-19 context (relaying WFP’s experience and 

OCHA’s publications): 

 

• With regards to importations and customs clearance processes, OCHA remains, by mandate and by 

advantage, the prime support agency and the go-to resource for registered NGOs and UN agencies, 

including WFP. The Logistics Cluster does not have the mandate, nor the expertise required to 

facilitate and/or lead the fast-tracking of importations and customs clearances for registered NGOs or 

other UN agencies. Furthermore, the Logistics Cluster is not a legal entity and as such, cannot be a 

consignee. 

•  From past experience, and looking at the records, we find that WFP’s capacity to import goods on the 

behalf of other organizations involved a lot of complicated financial and legal issues  (e.g.: filing 

customs declaration on the behalf of another organization; paying associated fees, taxes and duties; 

authority to act on behalf of a consignee; implications on the transfer of ownership of goods imported; 

etcetera). Financial and legal circumstances are almost always country specific and, even if a legal 

mechanism may exist, the potential liabilities and costs are opposing substantial risks for organizations 

such as WFP to acting on the behalf of another.  

• OCHA is supporting at least one active working group dedicated and specialized in customs clearance 

(1) and at least one existing related event initiative (2). The Logistics Cluster may advocate for solving 

related issues affecting the logistics operations of its partners. To help it partners in making informed 

decisions, the Global Logistics Cluster (and the coordination cells in activated logistics clusters) may 

relay some relevant information on importations and customs clearance, such as available guidelines 

from customs authorities in-country.  

•  

1) IMPACCT Working Group: Customs and Humanitarian Relief 

https://vosocc.unocha.org/GetFile.aspx?xml=rss/5033i2la_28176_l1.html&tid=5033&laid=1&sm=-SM34026- 

2) HNP week Feb 2020 - Importation and Customs in humanitarian relief operations (IMPACCT Project): 

https://vosocc.unocha.org/GetFile.aspx?xml=rss/6500rgsmekyNHVEb3VbNR6AaYgLYnJRufzQ1lVDbMy7hhRox_

B_32317_l1.html&tid=6500&laid=1&sm-32317- 

https://vosocc.unocha.org/GetFile.aspx?xml=rss/5033i2la_28176_l1.html&tid=5033&laid=1&sm=-SM34026-
https://vosocc.unocha.org/GetFile.aspx?xml=rss/6500rgsmekyNHVEb3VbNR6AaYgLYnJRufzQ1lVDbMy7hhRox_B_32317_l1.html&tid=6500&laid=1&sm-32317-
https://vosocc.unocha.org/GetFile.aspx?xml=rss/6500rgsmekyNHVEb3VbNR6AaYgLYnJRufzQ1lVDbMy7hhRox_B_32317_l1.html&tid=6500&laid=1&sm-32317-
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For (IMPACCT) illustration: 
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WFP directives on clusters activation 

(Extract from WFP Executive Director’s Circular, 21 August 2013) 

 

16. WFP supports cluster activations if the scope, scale, complexity, or reputational risks of emergency 

operations exceed the capability of existing multi-stakeholder mechanisms to co-ordinate and deliver an 

effective, efficient system-wide response. Thus, WFP typically supports cluster activation for a Level 3 

activation, 

(and frequently for a rapid onset Level 2 and Level 1 emergency response) or where there has been significant 

deterioration of slow onset or chronic emergencies. 

17. WFP normally does not recommend cluster activation if it is believed that an adequate system-wide 

response can be efficiently and effectively achieved with existing (or modestly augmented) operational 

planning, sector coordination and Emergency Preparedness and Response (EPR) mechanisms, including those 

that are national government led. 

18. Establishing which structures will be used to coordinate response and recovery is a key component of 

preparedness. In countries where early warning systems indicate a potential need for international 

humanitarian support, Global Clusters may be called upon to assist country-level coordination structures in 

implementing preparedness measures, subject to available resources, country capacity and the specific 

context. 

19. Decisions to activate country-level and/or sub regional level clusters are taken by the ERC, upon the 

advice/recommendation of the HC/HCT and the designated cluster lead agencies, on a per-country per-sector 

basis. The CD is expected to participate proactively in that decision in respect of WFP led/co-led clusters. In 

all discussions on cluster activation/deactivation, consultation between the CD and Global Clusters would be 

a minimum requirement. As and when required, the Global Clusters may deploy a Cluster Coordinator to 

support the CD in the initial needs assessments and shaping of the response. 

20. In considering potential cluster activation, the CD should consult with national authorities and the 

Regional Director (RD) as appropriate, the Global Cluster and other relevant WFP staff and humanitarian 

actors before recommending to the HC the activation or otherwise of a WFP led/co-led cluster. Each 

recommendation should be supported by a preliminary estimate of humanitarian needs and an overview of 

available and necessary system-response capabilities. 

21. National authorities may in certain cases seek to lead clusters, or alternatively decide against cluster 

activation in some or all sectors. The HC/HCT will consider this in any recommendation for cluster activation, 

and in defining the scope of IASC agency engagement and activity. It is important that, wherever feasible and 

appropriate, clusters should align with existing national priorities, plans, and structures for system-wide 

emergency response, including direct engagement with national disaster management authorities. 

22. Sharing the cluster lead with cooperating partners can augment and strengthen cluster leadership, but 

accountabilities as the designated in-country cluster lead agency for core responsibilities and agreed 

responsibilities, including Provider of Last Resort should be maintained. Thus, shared cluster leads should be 

treated with due recognition of WFPs reputational risk. 


