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Special Operation 10204.0:Regional Management and 
Logistics Coordination Structure for Southern African 

Regional EMOP 
 
 
Project name: WFP Regional Management and Logistics Coordination 

Structure for Southern African Regional EMOP 
Project type:  Special Operation 
Project location: Republic of South Africa, covering Lesotho, Malawi, 

Mozambique, Swaziland, Zambia and Zimbabwe 
Project Number:  10204.0 
Ownership:  World Food Programme  
Total Cost (US$): US$ 3,445,153 
Period:  1 June 2002 – 31 May 2003 (one year) 
 
 
Project Abstract  
 
In response to the increasing humanitarian crises in Southern Africa, WFP is in the 
process of developing a Regional Emergency Operation, covering Lesotho, Malawi, 
Mozambique, Swaziland, Zambia and Zimbabwe, effective 1 July, 2002. In order to 
ensure adequate managerial support and enhanced logistics coordination for the 
regional EMOP, a Special Operation is needed. This operation establishes a 
temporary Management and Coordination Unit in the Republic of South Africa under 
the supervision of the WFP East and Southern African Bureau (ODK). The unit will 
ensure necessary managerial and programme back-stopping for the WFP Maputo 
Cluster Office and the respective Country Offices, maintain close contacts with 
donors and regional bureaus of other UN agencies and facilitate efficient reporting 
and information flow on the regional EMOP. 
 
In addition, a Regional Logistics Co-ordination structure will be established.  This 
structure will improve co-ordination and co-operation on food logistics issues among 
transport operators, aid agencies, the private sector and National Governments in the 
Southern African region. The logistics co-ordination structure will facilitate the 
movement of humanitarian commodities throughout the Southern Africa region in a 
situation where, due to the increased needs of several countries to import food, the 
current commercial routes have become increasingly congested, slowing down the 
movement of commercial and food aid shipments. This will be done by offering 
logistics co-ordination, information and telecommunication services. Such an 
improved operational co-ordination will be crucial to a successful WFP programme 
implementation of the Regional EMOP and it will also facilitate the work of other UN 
agencies and NGOs.  
 
PROJECT JUSTIFICATION   
 
1. Southern Africa is facing its worst food security situation since 1992, when a 
devastating drought struck ten countries in the region.  Six countries, namely 
Zimbabwe, Malawi, Zambia, Mozambique, Lesotho, and Swaziland are all suffering 
from severe food shortages.  As of mid-May, WFP was feeding about 2.3 million 
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people in the region, but will increase that number to 4.6 million shortly. The number 
of beneficiaries is expected to rise considerably in the coming months. Recent 
assessments indicate that at least 8 million people will need over one million tonnes of 
food aid. 
 
2. The Southern African crisis was discussed at the Inter Agency Standing Committee 
Working Group (IASC-WG) meeting convened in Rome during 13-14 March. Given 
the complex mix of factors that have contributed to the growing numbers of 
vulnerable people in both rural and urban settings in Southern Africa, the IASC-WG 
agreed that it was essential that effective coordination be pursued. This is to ensure 
both that the regional dimensions of the crisis are considered and that non-food needs 
which may be emerging are adequately identified and addressed. The Regional 
Director of the WFP East and Southern Africa Bureau was requested to initiate the 
process of co-ordination at the regional level.  
 
3. Concern was expressed in the IASC-WG meeting about actual and potential 
logistical bottlenecks and constraints in relation to the movement of humanitarian 
cargo to meet the needs of vulnerable populations. Due to the increased needs of 
several countries to import food, the current commercial routes using the transport 
systems and corridors in South Africa have become increasingly congested, slowing 
down the movement of commercial food and impacting food aid shipments as well. 
There is a general consensus that in order to ensure timely deliveries and optimal use 
of existing infrastructures, transport and logistics need to be coordinated at regional 
level liaising effectively with the Southern African Development Community (SADC) 
and national transport authorities and operators in key transit countries, on relief cargo 
transport corridors management.  To this effect, the SADC Disaster Taskforce 
Meeting in Gaborone, 11-12 April, 2002 urged the Member States to revive the 
SADC/WFP’s manned Logistics Advisory Centre (LAC), whose major function 
would be to co-ordinate all aspects of transport and logistics related to the importation 
and distribution of food among and within Member States.  WFP’s past experience 
with the 1991/92 drought emergency and its skills and knowledge of the transport 
systems of Southern Africa, places it in the best position to implement such a regional 
operation.  
 
4. In order to respond to the increasing crisis, country specific food security 
assessments have been initiated and carried out together with FAO and other 
agencies. An Inter-Agency meeting with all key stakeholders is planned for 6-7 June 
in Johannesburg to review the findings of the assessments. WFP has recently 
undertaken several logistics capacity assessments (LCAs) and is actively pursuing the 
use of all possible routes to meet the increased demand for transport.  A Regional 
Emergency Operation covering Lesotho, Malawi, Mozambique, Swaziland, Zambia 
and Zimbabwe, will be developed in June to start on 1 July.   
 
5. Taking into account the magnitude of the current crisis and the operational response 
required in terms of the beneficiary numbers and food aid tonnages to be moved, it is 
imperative that an adequate managerial structure be put into place to ensure successful 
implementation of the Regional EMOP. For that purpose, the East and Southern 
Africa Bureau will establish a temporary Management and Logistics Coordination 
Unit in the Republic of South Africa (RSA), and a Logistics Coordination Structure 
throughout the region. The coordination unit is to support the Maputo Cluster Office 
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and Country Offices in key areas of expertise by providing services which will not be 
available at the cluster and the country office level. The key elements of the 
Management and Coordination Unit’s daily responsibilities will be: coordination 
among agencies; backstopping of Country Offices by providing support in 
programming, monitoring and information sharing; and advocacy and liaison with 
donors and SADC. The unit will also be prepared to extend its coordination role to 
cover other sectors in addition to food if the regional inter-agency meeting in June 
requests it to do so.  In view of the need to establish the Management component of 
the Unit as soon as possible and the fact that the mandate of the unit goes beyond the 
actual management of the WFP’s regional EMOP the funding is exceptionally being 
sought under the SO instead of using the DSC of the future food aid operation. 
 
6. It is clear that overall coordination and backstopping for all the countries in crisis 
have been necessary to organize and participate in the six country FAO/WFP Crop 
and Food Supply assessments in advance of the preparation of the regional EMOP. 
Also, due to the regional dimensions in terms of other humanitarian actors, 
government counterparts, donors and UN agencies, a clearly articulated coordination 
strategy had to be developed and must be in place to benefit all interested parties well 
in advance of the start date of the regional Emergency Operation (EMOP), projected 
start date 1 July. The intention is for the management coordination component of this 
Special Operation be temporary in nature in order to "front-load" guidance, advice, 
information gathering and dissemination and to develop systems that will support all 
the country operations for WFP and the humanitarian community at large. With this 
direction articulated, these functions will not be reflected in the DSC of the regional 
operation. All of the management coordination expenditures will be of a temporary 
nature for Temporary Duty Assignments, mostly from current ODK staff, short term 
consultants and secondees. Assignments after three months will determine the need 
for these arrangements to continue.  
 
 
PROJECT OBJECTIVES  
 
7. The overall goal for establishing a Regional Management and Co-ordination Unit 
and the Regional Logistics structure through this Special Operation is to ensure an 
effectively co-ordinated, well-managed and implemented Regional Emergency 
Operation.  
 
8. In addition, the Regional Management and Co-ordination Unit has the following 
specific objectives:  
 
! To oversee the implementation of the Regional EMOP and ensure efficient 

management of resources; 
! To provide necessary support services to the Maputo Cluster Office and Country 

Offices implementing the EMOP;  
! To enhance WFP’s capacity to ensure co-ordination among all stakeholders 

through effective dialogue on policy and operational issues; 
! To provide programme back-stopping and advisory services for the WFP Maputo 

Cluster Office and Country Offices implementing the EMOP;  
!  
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! To enhance public and donor awareness of the Regional EMOP through efficient 
reporting, media coverage and information flow concerning its implementation 
and status; 

! To enhance resource mobilisation by strengthening the dialogue between WFP 
and donors; 

 
9. The Regional Logistics structure has the following specific objectives:  
 
! To ensure safe, efficient and cost effective port and overland transport services 

throughout the Southern Africa region; 
! To liaise with the major transport operators, SADC and National Governments, 

aid agencies and donors on transport and logistics operations to maximise the 
throughput in the region; 

! To collate and disseminate timely and accurate operational information on 
pipeline, shipping, port and transport activities in the region to avoid congestion 
and give information on the movement of food on a regular basis to all 
stakeholders, e.g. State and Commercial port and transport operators, SADC 
Governments, donors, aid agencies, traders, millers and other key stakeholders.  

 
 
PROJECT APPRAISAL   
 
10. In order to ensure the effective mounting of an Emergency Operation of this 
magnitude, the Management and Co-ordination Unit must be in place and functional 
well in advance of the regional operation. Therefore, funding for this unit should be 
approved and guaranteed prior to the approval of the Regional EMOP. 
 
11. The total cost for this operation will be approximately US$ 3.4 million. The 
Management and Logistic Coordination unit will be staffed by ODK staff, consultants 
and personnel on temporary duty (TDY), as needed. It is believed that by using TDY 
staff, the number and cost of the international posts will be limited. 
 
12. As the office will be located in South Africa, where WFP does not have a Country 
Office, infrastructure, such as vehicles, IT/TC equipment, etc. will have to be 
established to support this operation. However, efforts have been made to reduce the 
cost by identifying a rental office package that will provide many of the basic 
services, including furniture, some computers, telephones and maintenance services. 
The vehicles for the use of the unit will be leased. (For Durban and Harare, one and 
two vehicles respectively will be purchased, all fitted with the necessary radio 
equipment.)    
 
PROJECT BENEFITS   
 
13. It is believed that through the Management and Logistics Co-ordination Unit and 
the Regional Logistics structure, the overall co-ordination, effectiveness and 
accountability of the EMOP will be improved. By bringing the coordination structures 
closer to the affected countries, WFP will be able to liaise and maintain close contacts 
with the beneficiaries, donors and regional bureaus of the other UN agencies and give 
necessary backstopping to the Maputo Cluster Office and Country Offices. In 
addition, the unit will enhance public and donor awareness of the regional EMOP 
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through efficient reporting, media coverage and information flow concerning its 
implementation and status. It is also believed that other UN agencies will benefit from 
this operation.  
 
 
PROJECT IMPLEMENTATION  
 
14. The East and Southern African Bureau (ODK) will be responsible for establishing 
the temporary Management and Coordination Unit. The Regional Director, 
accompanied by some of the senior staff from ODK Kampala and Maputo, will be on 
mission to oversee the implementation of the Regional EMOP. The ODK staff will be 
on a mission status in RSA for up three to six months. During this six months time 
period, national staff will be identified and employed on Service Contracts to build 
the capacity of the extended management presence. By utilizing TDY and local 
capacity, the number of full time international posts will be limited and money will be 
saved. However, the Logistics Coordination Structure will be mainly staffed by 
international staff throughout the duration of the SO.  
 
15. An assessment will be carried out after five months to determine the need for 
continuing the Management Coordination Unit. The assessment will also help to 
review and streamline the activities of the unit and identify possible opportunities for 
further cost containment.  
 
16. The Management Unit will be located in South Africa. The Republic of South 
Africa has been chosen because of its excellent communication and international 
travelling connections and central placement in terms of donors, media, traders and 
transporters, which will facilitate effective liaison with key stakeholders on 
programming, resourcing and coordination issues.  
 
17. The main responsibilities of the Regional Logistics structure will be to:  
 
• Monitor the key components of the region’s transport sector, including port 

handling, railways, trucking and storage capacities and recommend 
improvement/rehabilitation measures as required; 

• Monitor the fuel availability, transport rates, road tolls, changes in customs and 
import clearance procedures and fees and intervene to obtain concessions or 
waivers on behalf of the humanitarian community as and when required; 

• Analyze the impact of humanitarian and commercial traffic on the regional and 
local transport infrastructure and humanitarian logistics activities and advise on 
measures to avoid congestion, including diversion of vessels and the use of 
alternative routes; 

• Liaise with SADC and commercial transport industry leaders to prevent 
unnecessary congestion on the transport infrastructure, particularly in the rail 
sector and border crossings, and to coordinate any assistance these entities may 
provide to humanitarian logistics operations; 

• Monitor the WFP pipeline and gather information on all Government and 
commercial food purchases in the region and maintain a database of food supplies 
in the region and disseminate this and other critical logistics-related information in 
a timely and effective manner; 
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• Contract and monitor overland and cross-border operations for WFP 
consignments; and  

• Support other aid agencies and NGOs to access available cargo transport 
capacities. 

 
18. The WFP Regional Logistics structure in Southern Africa will function under the 
ODK in RSA, with satellite offices in Harare seconded to the SADC/LAC. The 
Logistics Units in each Country Office (Lesotho, Malawi, Mozambique, Swaziland, 
Zambia and Zimbabwe) will be responsible for the internal distribution within each 
country, while the Regional Logistics Structure will be responsible for contracting and 
monitoring all overland and cross-border operations.   
 
19. The WFP Logistic Cell led by a senior regional logistics co-ordinator will have up 
to 12 international officers and consultants in the region, responsible for  organisation 
and follow-up of shipping, overland contracting, Commodity Tracking, MIS.  The 
vast majority will be based in Johannesburg, while two liaison officers will be based 
with SADC in Harare.  In addition, it is envisaged to support the operations with 
roving logistics officers dealing with port operations and onforwarding bottlenecks. 
 
20. In addition to those drawn from reassignment of WFP staff mainly from Country 
Offices in southern Africa who will constitute an important source of key and 
complementary skills to perform the required duties, some of these officers will be 
recruited from WFP rosters and agency secondments and reimbursable loans.  
 
21. The duration of this Special Operation is one year, from 1 June 2002 to 31 May 
2003. The exit strategy for this operation will be based on the findings of food 
security assessments and be consistent with the regional EMOP. The project will be 
modified, should the political, food security, security or logistics situation in the 
region change dramatically.  WFP will monitor developments in the commercial 
transportation sector and will advise and seek concurrence from SADC; Governments, 
donors and all concerned for any changes. 
 
 
MONITORING AND REPORTING 
 
22. In order to evaluate the overall results of the project and to take appropriate action 
to improve the implementation, the following key performance indicators will be 
used: 
 
• Enhanced services for the Regional EMOP in all areas of the implementation and 

the level of satisfaction with those services at the Cluster and Country level; 
• Clear roles and responsibilities identified between the stakeholders at regional and 

country specific level; 
• Effective system of communication and collaboration established between the 

stakeholders; 
• Quality and quantity of the information generated for agencies’ decision making; 
• Increased public awareness and donor knowledge about the regional operation; 
• Timely food deliveries at lowest possible cost;  
• Minimized logistics bottlenecks for the operation;   



 7

• Increased visibility of the regional operation in media; 
• Timely issuance of regional situation reports (sitreps), pipeline information and 

other updates on the implementation of the Regional Emergency Operation; 
• Maintenance of free-flowing humanitarian relief traffic through all the major 

corridors and border crossing points into the region; 
• Maintenance of data on food and non-food items (NFIs) movements in the region 

and regular inter-agency logistics meetings; 
! Timely issuance of the WFP Regional Logistics Bulletin and development of a 

frequently updated website;  
• Number of “inter-agency” logistics transactions facilitated by WFP Regional 

Logistics structure and 
 
23. The Regional Logistics structure’s issuance of weekly Bulletins and maintenance 
of a website, showing a database of transport and logistics capacities and food 
movements will also serve as reporting tools for implementation of the Special 
Operation.  Regular meetings with SADC, donors, participating UN Agencies and 
NGOs will be held to review the transport and logistics operations.  
 
24. While the Logistics Unit members will have ample opportunities to input views on 
the project implementation through regular meetings, teleconferences, etc, two formal 
Regional Unit review sessions will be carried out during the project to obtain 
feedback from stakeholders on its performance.  This will also serve to assist WFP in 
providing similar responses in future emergencies. WFP will prepare a final narrative 
report at the end of the project for submission to donors as required. The standard 
WFP reporting format for SOs will be used. 
 
 
RECOMMENDATION 
 
25. This special operation covering the period from 1 June 2002 to 31 May 2003 at a 
total cost to WFP of US 3,445,153 is recommended for approval by the Executive 
Director with the budget provided in Annex 1. 
 
 
APPROVAL 
 
 
 
 
_____________________     
James T. Morris      
Executive Director, WFP     
 
Date: …………………     



 

Project Type: SO
Recipient Country: Southern Africa
Project Number: 10204.0
Duration (months): 12.0                      
Start Date: 01-Jun-2002
End Date: 31.5 2003

Total US$

DIRECT OPERATIONAL COSTS (DOC) 626,875$               

DIRECT SUPPORT COSTS (DSC) 2,569,000$            

TOTAL WFP DIRECT COSTS 3,195,875$            

INDIRECT SUPPORT COSTS (ISC) 7.8% 249,278$               

TOTAL WFP COSTS 3,445,153$            

1/  This format should also be used for Project Budget Plan Revisions.
2/  Please adapt your planning according to the Project Document (duration of the project).
3/  This worksheet includes total amounts for all years. 
4/  The ISC is indicated here to provide a picture of the overall WFP costs even though they are 
not Project Costs per se. 
The ISC rate may be amended by the Executive Board during the Project's life.
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Staff and Staff-Related Costs Year 1 Year 2 Year 3 Year 4
551010 International Consultants (incl. Travel) -                        -                        -                        -                        
551020 National Consultants -                        -                        -                        -                        
551030 Temporary Assistance -                        -                        -                        -                        
551040 UNVs -                        -                        -                        -                        
552000 Non-WFP Staff Training -                        -                        -                        -                        
553000 Travel -                        -                        -                        -                        

                     Subtotal -                        -                        -                        -                        

Recurring Expenses Year 1 Year 2 Year 3 Year 4
554010 Rental of Facility 102,500                62,500                  -                        -                        
554020 Utilities General -                        -                        -                        -                        
554030 Office Supplies 10,000                  5,000                    -                        -                        
554040 Communications and IT Services 52,100                  29,500                  -                        -                        
554050 Insurance 6,000                    2,500                    -                        -                        
554060 Equipment Repair and Maintenance -                        -                        -                        
554070 Vehicle Maintenance and Running Costs 2,000                    2,000                    -                        -                        
554080 Contracted Services 46,400                  16,000                  -                        -                        
554090 Other Office Expenses 5,000                    3,000                    -                        -                        

                     Subtotal 224,000                120,500                -                        -                        

Equipment & Capital Costs Year 1 Year 2 Year 3 Year 4
555010 Agricultural Tools and Equipment -                        -                        -                        -                        
555020 Kitchen & Canteen Material and Equipment -                        -                        -                        -                        
555030 Health Related Material and Equipment -                        -                        -                        -                        
555040 School Related Material and Equipment -                        -                        -                        -                        
555050 Building Material -                        -                        -                        -                        
555060 Vehicles 41,500                  -                        -                        -                        
555070 TC/IT Equipment 226,475                -                        -                        -                        
555080 Other Tools, Material and Equipment 14,400                  -                        -                        -                        

                     Subtotal 282,375                -                        -                        -                        

TOTAL OTHER DIRECT OPERATIONAL COSTS 506,375             120,500             -                     -                     

1/  Planned costs should be included for ODOC items that are relevant to the SO. 
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Staff and Staff-Related Costs Year 1 Year 2 Year 3 Year 4
611111 to 225 International Professional Staff 917,467                655,333                -                        -                        
611231 to 234 International GS Staff -                        -                        -                        -                        
612100 National Professional Officers 66,500                  47,500                  -                        -                        
612200 National GS Staff 244,000                110,000                -                        -                        
613100 Temporary Assistance -                        -                        -                        
613200 Overtime (in USD only) -                        -                        -                        -                        
613300 Incentives 7,500                    2,500                    -                        -                        
621000 International Consultants 324,000                -                        -                        -                        
621100 National Consultants -                        -                        -                        -                        
631000 Staff Duty Travel 184,200                -                        -                        -                        
641000 Staff Training and Development 10,000                  -                        -                        -                        

                     Subtotal 1,753,667             815,333                -                        -                        

TOTAL DIRECT SUPPORT COSTS 1,753,667          815,333             -                     -                     

1/  Planned costs should be included for DSC items that are relevant to the SO. DSC is not normally required in SOs.
2/  DSC is not normally required in SOs. The only exception to this rule is for WFP fixed term staff, who may, where they perform a specific function in support of the SO, be budgeted for 
under the SO's DSC component.
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I. Plan Overview

II. Direct Operational Costs

Rental of facility includes a full office package including furniture, some computers, telephones and 
maintenance services, etc.The cost of this package is approximetely 15,000 usd per month for the first 
six months and after that 12,500 per month for the next six months. The anticipated reduction in the 
monthly cost is due to the fact that after the initial six months, most of the TDY staff are expected to 
return to their original duty station and less office space is needed and less costs will occur. The 
insurances are related to the three vehicles that will be purchased under the capital costs (12 000 usd per 
vehicle, 1 for Durban, two for Harare.). Contracted services refer to the car leasing: nine vehicles will be 
leased for six months time for the use of the Coordenation unit and after that the unit will continue with 
four vehicles. The necessary radio equipment will be installed in the cars and this is anticipated in the 
budget line for the vehicles. Other office expenses include for example fuel. 

The purpose of this Special Operation is to support effective and speedy initiation of the Southern African 
Regional EMOP, which is expected to become operational starting 1 of July, 2002.  Taking into account 
the magnitude and complexity of the current food crises and the operational response required in terms 
of the beneficiary numbers and food aid tonnages to be moved, it has been anticipated that an adequate 
managerial structure need to be put in place to support the implementation. For that purpose, the East 
and Southern Africa Bureau will establish a temporary Management and Logistics Coordination Unit in 
the Republic of South Africa, and a Logistics Coordination Structure throughout the region.  
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III. Direct Support Costs

IV. Overall Budget Justification

As the unit will be located in South Africa, where WFP does not have a country office, some equipment 
such as IT/TC equipment, etc need to be purchased and set up to support this new coordenation 
structure with the associated costs. However, a rental office package will cover many of the costs related 
to the set up of an office. As most of the staff will be employed on TDY basis, this reduces the number of 
international posts that need to be established for this operation. 

Most of the staff working for the Coordenation Unit will be on TDY. The DSA costs have been included 
here for ten people for six months. Under the staff duty travel, 10 trips per month in the region (940 USD 
per trip) have been budgeted. Incentives include a return trip durign the six months time period for the 
TDY staff, back to their original duty station.  Staff training component is necessary as most of the 
national staff will be new to WFP rules and regulations and will need capacity buiding. 
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TC Qty Unit Unit cost $ Total $
DFMS base 1          EA 4,700           4,700       
HF base (voice) 1          EA 3,200           3,200       
VHF base 1          EA 900              900          
VHF repeater 1          EA 3,000           3,000       
VHF handsets 35        EA 385              13,475     
Satellite phone 2          EA 2,500           5,000       
Mobile phone 30        EA 300              9,000       
PABX and handsets 50        EA 300              15,000     
HP digital sender 1          EA 2,000           2,000       
Fax/Scanner 2          EA 900              1,800       

TC equipment total 58,075     

IT Qty Unit cost $ Total $
Server 5          EA 3,000           15,000     
Workstations 50        EA 1,800           90,000     
Laptops 15        EA 2,200           33,000     
Networking 50        EA 500              25,000     
Printer 4          EA 600              2,400       
Software 1          EA 3,000           3,000       

IT equipment total 168,400  

Electrical Power Qty Unit cost $ Total $
Generator 6.5 KVA -       5,500           -          
UPS 20 Kva* 1          EA 8,000           8,000       
UPS 3 Kva* 2          EA 3,200           6,400       
Solar panels -       4,000           -          

Electrical power total 14,400     

Vehicles (mobile comms only) Qty Unit cost $ Total $
VHF mobile 3          EA 500              1,500       
HF mobile 1          EA 4,000           4,000       

Vehicles total 5,500       

Communications and IT Services Qty Unit cost $ Total $
Telephone (Year 1)** 7          MON 5,743           40,200     
Telephone (Year 2) 5          MON 4,200           21,000     
Fax 12        MON 500              6,000       
Internet 12        MON 1,200           14,400     

Communications and IT Services total 81,600     

Grand Total 327,975  

Management and Logistics Coordination Unit
Details of ICT-Related Expenses



Remarks: 
All costs are indicative and should be validated at the time of purchase
(*) With built-in stabiliser
(**) Estimated rate of usage $120 per staff member, decline in Year 2 due to reduced staffing level
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