Sri Lanka Tsunami Case Study

Procurement and Logistics
A. Timeline

1st week 

a. Sri Lanka: CRS Emergency Response Team (ERT) with expertise in various fields arrives at an early stage. 

b. Sri Lanka: There were no appropriate office facilities, lack of vehicles, internet, air-conditioning. 

c. Tents, dry food portions, relief items were distributed. 

1st month – January 

d. Colombo: CRS put Logistics and procurement related basic systems in place very soon and took over procurement (all field offices).  

e. In the field businesses were closed and it was difficult to obtain 3 or more bids. Delivery delays due to pressure on suppliers as they receive orders from many organizations. 

f. In field offices there was a great need for people to store, load, transport, unload and distribute items sent from Colombo to the beneficiaries 

g. HQ confirmed the Agency wide waiver - local procurement of construction materials

h. On-the-job trainings of partner staff; orientation on proper procedures; recruitment of partner staff

2nd month – February 

i. Sri Lanka: Confusion came about use of SOA, CRS, OFDA funds, as well as Caritas SEDEC vs CRS procedures and forms

j. Colombo: Hiring process of national staff for procurement started.

3rd month – March 

k. Sri Lanka: delivery delay issue continues to be priority caused by poor hand-over between TDY-ers.

l. National staff recruited for Colombo procurement unit; permanent staff replaced TDY in Galle office

m. Colombo: Customs clearance issues solved with help of OFDA. 

n. Galle: SED received funds and started to procure required goods and services independently from Colombo (actual purchases made either in Galle where possible or Colombo)

What happened by the end of 2005

o. Procurement team in Colombo continues to provide support.

p. Problems with tracking initial large purchase orders and deliveries of goods from Colombo to the field offices. 

q. Colombo: CRS/CI Logistics and procurement adviser arrives in July 2005 (Chris)

r. Kalmunai: Procurement and Logistics manager identified to come in April (Kiran)

B. What worked well and what are the best practices 

a. CRS Emergency response team anticipated procurement staffing needs at an early stage; the staff was able to put right systems in place quickly in all offices.

b. CRS helped partners to recruit and give orientations on procurement and logistics.

c. In some cases CRS provided procurement and logistics for partners – until partner was ready to take over.

d. Field Offices: Purchases of goods and services were done locally which provides greater control over the quality, options, timelines, deliveries, etc.

e. Local solutions found eg in Galle: pre-fabricating transitional shelter parts in the warehouse. In Kalmunai: producing bricks at the sites.  Colombo procured what was not available locally.

f. Sharing of warehousing facilities with other NGOs when a lack of facilities available for all

C. What could we do better/recommendations 

a. CRS and partners needed more staff.  The volume of work was too great. We underestimated staffing needs.

b. The hand over between TDYers was not properly done, plus poor filing system. It is recommended that 1) TDY-ers will meet to hand over where possible 2) new TDYer will be on “cc” earlier to be in a loop of the processes.

c. Put systems in place right from the start; everywhere same forms and procedures; have CD with agency templates.

d. Establish a strong communication channels (both ways) – proactive updates on estimated dates of deliveries and PRF status reports, and rapidly changing needs. 

e. Train PMs in basics of procurement compliance.

f. More precise assessment needed and firm lists of beneficiaries.

g. Submitting PRFs: Specifications for items were not always submitted. Quantities of requested items were overestimated. Lack of timelines to proceed with purchases.

h. Due to lack of time purchasing unit were procuring items from first available supplier justifying as urgent purchase from single source. An appropriate approval obtained from the authorized manager.

i. Transitional shelter: Delivery pipeline should be based on user needs (e.g. order and deliver shelter units vs. total number of materials). 

j. Dependence on 1-2 international suppliers for shelter materials. We were not very creative at the beginning in looking at options (smaller local vendors).

k. We failed to immediately put in place a logistics inventory system (this took 1-2 months in field offices and up to a year in Colombo).   There was inconsistency of systems and no single nationwide inventory systems.
D. Other Comments:

a. Partners did not expect so many expats and TDYers. We should have informed partners about staff turnover and their areas of responsibilities for better partnership, communication, duties allocation, etc. 

b. After CRS advanced SOA funds to SED Galle, the procurement decisions was being made by partner and CRS staff became advisors.
