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» Cambiar el proceso normal por otro que se adapte mejor al cambio de contexto

Ejemplo: de proceso estandar a proceso de emergencia o proceso estandar alternativo

» Cambiar solo las partes del proceso que deben cambiar

» Similar a cambiar las piezas de LEGO o los médulos de un coche
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¢Funciona?

» Respuesta de MSF a la Covid-19
» 155 misiones en 77 paises
» Escasez de suministros internacionales + complejidad del transporte
» Actividades existentes + ampliacion (Covid-19) + nuevas directrices »
» Nuestro estudio:

» No aumenta la escasez

» Plazos de entrega estables

"ninguna actividad [...] se puso en stand-by [o] se paré porque no
tuviéramos el material”

"realmente nos las arreglamos, y de hecho nos las arreglamos bastante
bien"

» Secreto: modularidad del proceso

11/30/2023
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La modularidad de los procesos
también existe a nivel de
subprocesos

OuUTPUT

PROCESS MODULE SELECTED

[ |

MODULE C

(T =il

© Hanken Svenska handelshégskolan / Escuela de Economia Hanken, www.hanken.fi




Level 1 Process

e.g.: 02a. Procurement of Goods and Services

Process module for context A — e.g.: Regular Context
St S S

Level 2 Process _' -—__ Lovel 2 Procesa _' '—_h Proc.eso de nivel 2

e.g.02.2 Market assessment | e.g. 02.3 Method Selection | P. €). 02.05 Crear
> pedido
‘. Task 1 | ‘ Task 1 | ‘ Task 1
{ Task 2 | | Task 2 | * Task 2
“ Task 3 ‘ “ Task 3 ‘ “ Task 3

Process module for context Z — e.g.: Dire emergency

‘Standards ‘Standards
[LJ r r‘ “lJroceso de nivel 2

Level 2 Process s

. —] — p. €j. 02.05 Crear
| |]ﬁmﬂaﬂm
eE- 024 — pedido

‘ Task1 ‘ ‘ Task1 |

4‘ Task 3 ‘

Process module for context B

STANDARD

OUTPUT
e.g.: Purchase
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¢Por qué funciona? NN

» 1. Los modulos de procesos pueden disenarse para reducir los plazos de entrega

omitiendo tareas menos esenciales y que consumen mucho tiempo

» 2. Los modulos pueden diseharse para mitigar el riesgo de retrasos graves

aliviando los posibles cuellos de botella (internos o externos)

» 3. Los modulos de procesos pueden diseharse para

facilitar la priorizacion, asignacion y racionamiento de recursos
escasos en funcion de las necesidades



Frontline Humanitarian Logistics —

Process Framework Griee i HUMLOG
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Frontline Humanitarian Logistics -
Process Framework

05. DISTRIBUTION
DONATION LOAN

02a. PROCUREMENT
OF GOODS OR KITS

03. WAREHOUSING 04. TRANSPORT

0. PROCUREMENT
OF SERVICES OR
WORKS

< 06. RETURM, LOAN, CLOSURE Ol
< 07. ASSET MANAGEMENT O>

08. OPERATION SUPPORT
(9. REPORTING @

10. DONOR FOLLOW-UP




Example of framework structure

Level in framework

Title of framework Iltem

Process Level 1 (PL1):]02 Procurement

Process Level 2 (PL2):

02.1. Procurement planning of goods and kits

Process Level 2 (PL2):

02.2. Markets assessment of goods and kits

Process Level 2 (PL2):

02.3. Procurement method selection

Process Level 2 (PL2):

02.4. Procurement derogation validation

Process Level 2 (PL2):

02.5. Purchase Order management for goods and kits

Process Level 2 (PL2):

02.6. Invoice matching and payment

Process Level 2 (PL2):

Niwvel 2 - Estructura

PO201

P0202

PO203

P0204

PO205

P0206

02.7. Donation (Request for in kind donation )

Process Level1

2 Procurement

2a Procurement of goods

2a Procurement of goods

2a Pocurement of goods

2a Procurement of goods

2a Pocurement of goods

2a Procurement of goods
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FHL Process Framework

Process Level 2

02.1. Procurement planning of goods and kits

02.2. Markets assessment of goods and kits

023. Procurement method seleclion

02.4. Procurement derogation validation

02 5. Purchase Order management for goods and kits

02.6. Invoice matching and payment

The processes associated with ordering, delivery, receipt and transfer of
a. goods or kits
b. services or work

The process associated with taclical management of procurement aciiviies for goods and
kits, mcluding among others butnot exclusively, supplier management, contract follow-up,
market assement update schedules, procurement schedule, pipeline monitoring and
coordinafion with Finance.

The process associated with assessing available supply sources for goods and kits in one
or more markets, including among others butnot exclusively, supplierinformation, quality
assurance, framework agreements and negociated price list.

The process associated with selecting and conducting the appropriate procurement
method in line with procurement hreshold forgoods and kits, including among others but
not exclusively, direct purchase, one quote, waivers, request for quotations, tender
process and Comparafive Bid Analysis.

The process associated with validating and recording a procurementderogation process
for goods and kits, including among others butnot exclusively, proof of supplier monopoly,
justification of lead time urgency, headquarter electronic validation, and local regulations
derogation.

The process associated with receiving, creafing, validaing and issuing a purchase omder
for goods and kits, ncluding among others but not exclusively, follow-up with suppliers,
and the update of the PCupon receplion in the warehouse.

The process associated with processing and validating an invoice for goods or kits,
including among others butnot exclusively, payment proceeding, PO closure and invoice
closure.



Un marco adaptable a todos:

Clasificacion de procesos genéricos - a medida - especificos - [
unicos

HUMLOG

Genéricos: no es necesaria ninguna adaptacion, o muy poca, para adaptarse al sector humanitario,

A medida: similitudes entre sectores que necesitaban algunos ajustes basicos para adaptarse al sector
humanitario,

Especificos: procesos comunes en todas las IHO que no existen en la mayoria de los demas sectores

Unicos: procesos que solo existen en una minoria de OHI pero que son lo suficientemente importantes como

para estar representados - — — Genrico Amdida Espeifico Unco Ttal
. anificacion de suministros y logistica

80 SprrOCeSOS’. . 02a Adquisicion de bienes o kits 3 2 1 1 7
¢ 25 eran generlCOS 02b Contratacion de servicios u obras 4 2 1 1 8
e 15 a medida 03 Almacenamiento 7 1 0 3 11
ree 04 Transporte 3 0 0 1 4
- 18 e’SpeCIfICOS Macroprocesos totales "de tipo comercial" 17 9 2 6 34
22 unicos. 05 Distribucion donacion préstamo 0 0 3 4 7
06 Devolucion cierre de préstamo 2 3 0 5
07 Activos 0 8 2 10

Macroprocesos totales "especificamente
humanitarios" 2 0 14 6 22
08 Apoyo 5 3 2 0 10
09 Presentacion de informes 1 3 0 0 4
10 Seguimiento de los donantes 0 0 0 10 10
Macrogrocesos totales de "facilitadores" 6 6 2 10 24



En la practica:

02a Procurement of goods or kifs
Level 2 Processes: 3/7 Generic - 2/7 Tailored — 1/7 Specific 1/7 Unique

Generic

Tailored

Specifi

Unique

02.03 Procurement method
selection

02.05 Purchase Order management
for goods or kits

02.06 Invoice matching and
payment

02.01 Procurement planning of
goods or kits

02.02 Markets assessment of goods
or kits

02.04 Procurement derogation
validation

02.07 Donation (Request for in kind
donation)

“If you want to help somebody and you can give them an
NFI-kit or you can give them some cash vouchers or you can
build a house for them. Right? First one is goods. The second
one is the service and the third one is works.” It1_
ParticpantE

“Procurement is procurement, it only makes minor
difference when we talk about items details.” It2_
ParticipantS

“[ see procurement as procurement, it doesn't matter what
you buy, it should be the same principle, same modalities,
same type of data that anywhere else.” It2_Particiant]
“Our purchases are potentially much, much more wide
reaching than most commercial organizations. Like
tomorrow I might build a school. The next day I'm buying a
thousand tons of wheat flour, and the next day I'm buying a
generator, and tomorrow I'm purchasing the services of
someone to train on market surveys.” It3_ParticipantL
“There is the national market, the regional market, the
mternational market, which all have their own supply chain.
And I think we create problems for ourselves if we imagine
there is but one market, it is always, to my mind, always
markets, which need different sorts of assessment.” It3_
ParticipantE

“We need to look at derogations and how to handle those.”
[t2 Particpant]

“I was going to say that we need to look at derogations and
how to handle those.”

“Because donations required pro-forma invoice. It's a
declaration that the goods are for humanitarian purposes,
identify the consignee sites, that there is no financial
transaction that could be sold before a free donation in a
humanitarian response operation. And when you're looking
to clear through customs, they would look for that
documentation.” It3_ParticipantR
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Proceso de nivel 1
por ejemplo: 02a. Adquisicion de bienes y servicios

Modulo de proceso para el contexto A - p. ej: Contexto regular 1

—— ——
Normas Normas

D > Proceso de nivel 2 D_’ Proceso de nivel 2
p. €j. 02.5 Orden de compra

——
Normas

Proceso de nivel 2

p. €j. 02.2 Evaluacwn del p. €j. 02.3 Seleccion de

mercado métodos
Tarea 1 Tarea 1 Tarea 1
Tarea 2 Tarea 2 Tarea 2
Tarea 3 Tarea 3 Tarea 3

Modulo de proceso para el contexto B - p. ej: Contexto regular 2

> Proceso de nivel 2 _D_» Proceso de nivel 2
p. €j. 02.3 Seleccion de métodos p. €j. 02.7 Solicitud de donacién

Proceso de nivel 2
p- €j. 02.2 Evaluacion del

mercado
Tarea 1 Tarea 1 Tarea 1
Tarea 2 Tarea 2 Tarea 2
Tarea 3 Tarea 4

Modulo de proceso para el contexto Z - p. €j: Emergencia grave

Proceso de nivel 2
p- €j. 02.4 Excepcion
Tarea 1 Tarea 1

Proceso de nivel 2
p- €j. 02.5 Orden de compra

Tarea 3

o bien, N
ENTRADA DE
PROCESO o blen
ESTANDAR g
por ejemplo:
Solicitud formal
o bien,
o bien, .
o bien,

Modulo de proceso para el contexto C

A 4

Modulo de proceso para el contexto D

ENTRADA DE
PROCESO
ESTANDAR
por ejemplo:
Orden de compra
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Investigar el concepto en todas las IHO ot

» Todas las organizaciones tienen alguna forma de modularidad bajo una terminologia
diferente

o "entrando en modo de emergencia”

= Do use those terms/concepts ?
Multiple Choice Poll 10votes & 10 participants

o "volviendo al modo normal"

going into emergency mode - 9 votes

90%

o "cambio de nivel de emergencia”

going back to regular mode - 7 votes

70%

o "nivel de emergencia 1,2 0 3"

o "utilizando el proceso de excepcion” switching emergency level - 6 votes

60%
'

o "utilizando otro nivel de la piramide de estandares' emergency level, Zor 3 - 5 votes

50%

o activacion de proveedores de servicios "de guardia”

using the derogation process - 3 votes

30%

using another level of the standards pyramid - 1 vote

0%

activate "on call" service providers - 6 votes

60%



Investigar el concepto en todas las IHO = HUMLOG
» Entrevistas a 28 altos directivos de HSC con Cog(_ERﬂ
experiencia de trabajo en 27 organizaciones worldwide
humanitarias internacionales (OHI) Y
N I‘ : ShelterB
» Mesa redonda en HNPW 2023 World Vision § Q Dsastitehefox

» OHI representadas:
o ™% oxraM I ’

’ MEDECINS SANS FRONTIERES

DOCTORS WITHOUT BORDERS NORWEGIAN
I ( REFUGEE COUNCIL( @A I— 2::1'332:;%
\ﬁTEE¢q¢ f
Vi
IFRC (2) <)
J + L, 2 Wacon &£

- CONTRE
AR LA FAIM UnICef INTERSOS

PR wﬂ\{. P
I LOBISTICS ) ()

Save the | O o
,BLUSTER Children. ﬂLHM@( Cl{S UNHCR World Food

CATHOLIC RELIEF SERVICES  The UN Refugee Agency Programme

G":' M7
J¥ND

Finnish Red Cross Rode Kors IC RC INTERNATIONAL

+

X REFUGEE
reocross 4 COUNCIL




Proximos pasos: cadenas de suministro 9% HUMLOG
modulares -

» Una cadena de suministro modular es aquella en la que sus miembros estain muy dispersos
geografica y culturalmente, con pocos lazos organizativos estrechos y una conectividad
electronica modesta (Fine, 1998, p. 136).

» Como resultado, muchos de los que podrian ser proveedores de primer nivel deben
posicionarse ahora como proveedores de segundo nivel de valor anadido para adaptarse a
las caracteristicas mas flexibles de las cadenas de suministro modulares emergentes. (...)
El disefio modular suele basarse en consideraciones econémicas como el coste y el plazo de
comercializacion. (Fine 2005)

» Plug and play entre las OHI para la colaboracién

» Plug and play entre las OHI y los proveedores
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¢Quiere participar?

» Buscamos constantemente socios interesados en continuar nuestra investigacion
» QOrganizaciones: Posibilidad de aumentar la capacidad de respuesta de su SC

» Redes: Posibilidad de apoyar la puesta en comun, la resiliencia y la agilidad de sus SC

» Estudios actuales:
» Aumento y formalizacion de la modularidad de los procesos en MSF

» Evaluacion de la conformidad de los distintos marcos de la SC con la FHL
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Abstract

The unprecedented scale of the Covid-19 pandemic has been a challenge for health
supply chains around the world. Many international humanitarian organizations have
had to ensure the continuity of their already complex development programs, while
addressing their supply chain disruptions linked to the pandemic. Process modularity
has frequently been advocated as a strategy to mitigate such disruptions, although
empirical evidence regarding its impact on supply chain responsiveness and what mod-
erates this impact is scarce. This exploratory research uses supply chain data analysis,
qualitative content analysis, interviews, and a three-round Delphi study to investigate
how Doctors without Borders (Médecins Sans Frontieres; MSF) and its 151 missions
employed process modularity during the Covid-19 pandemic. Our results show that
despite severe disruptions, process modularity—based on a modular architecture,
interfaces, and standards—has helped MSF maintain supply chain responsiveness.
Specifically, it (1) enabled time-consuming, nonessential tasks to be skipped, (2)

raliavad intarnal and avtarnal hattlanacke and (A facilitatad hattar allacation and

The current issue and full text archive of this journal 1s available on Emerald Insight at:
https://www.emerald.com/insight/0144-3577.htm
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Toward a common humanitarian
supply chain process model:
the Frontline Humanitarian

Logistics Initiative

Félicia Saiah, Diego Vega and Gyongyi Kovacs
Hanken School of Economics, Humlog Institute, Helsinki, Finland

Abstract

Purpose — This study focuses to develop a common humanitarian supply chain process model (HSCPM) that
enables effective enterprise resource planning (ERP) systems for NGOs, and the study also investigates the role
of modularity as a dynamic capability that supports creating such model.
Design/methodology/approach — A multifocus group study was performed as part of a larger project, the
Frontline Humanitarian Logistics Initiative, aiming to establish a common data model that would serve as the
backbone of humanitarian ERP systems. Fourteen international humanitarian organizations (IHOs)
participated in the process, reaching a consensus on the structure of the process model.

Findings — An HSCPM was proposed based on the consensus reached across IHOs. Four degrees of
customization differentiating between “generic,” “tailored,” “specific,” and “unique” processes are presented
and discussed.

Research limitations/implications — The findings show modularity applied to process as a mean to create

HUMLOG
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Gracias por acompanarnos hoy

El Instituto HUMLOG busca continuamente la
colaboracion con investigadores y profesionales
inferesados en el dmbito de la logistica humanitaria y
la gestion de la cadena de suministro, jfrabajamos
mejor juntosl!
Unase a nuestra comunidad Instituto HUMLOG
P.O. Box 479
(Arkadiankatu 22)
FI-O0101 Helsinki, Finlandia

Consultas generales: humlog@hanken.fi
Siganos en Linkedin y Twitter
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