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INTRODUCTION

Pre-positioning relief items in disaster prone
countries or regions is a common mechanism
adopted by many humanitarian organisations
to increase their readiness in delivering assis-

tance.

Despite this preparedness measure being
widely implemented, and due to many differ-
ent strategic approaches or capacities, there

WHAT IS ESUPS?

The  Emergency  Supply  Pre-
Positioning  Strategies  (ESUPS)
Working Group was created in 2016
by a group of stakeholders interested
in improving the definition of more
efficient and effective prepositioning
strategies of relief items at national
and regional levels to ensure a mini-
mum of duplication or gaps and re-
duce times and costs of responses.

vvvvvvvvvvvvvvvvvvvvvvvvvvvvvvvvvvv

is an alarming lack of coordination within and
across organisations, both at national and re-
gional levels, as to which relief items to pre-
position, where and in which quantities.

A range of studies have recently demonstrated
the needs to invest in preparedness activities!
whilst also enhancing effective collaboration
through a better access to pooled resources?.

ESUPS IN NEPAL

In September 2019, ESUPS engaged with
Nepal as one of the countries selected for im-
plementation. This decision was aligned with
the Logistics Cluster Preparedness unit’'s se-
lection of countries.

With the support of the Nepal Log Cluster co-
ordinator, the Welthungerhilfe office and
OCHA, ESUPS initiated a data collection pro-
cess about stock levels and other required
logistics information to analyse the stocks
currently pre-positioned in Nepal in terms of
locations and quantities. This report presents
the findings of our analysis of the current pre-
positioned stock in Nepal. The first analysis
report recommendation was published in De-
cember 2020, based on stock data collected
in April of the same year. This first report
mostly helped in demonstrating ESUPS ap-
proach and deliverables. The Nepal Logistics
Cluster confirmed their desire to engage in
the definition of a national pre-positioning
strategy and requested ESUPS to update the
first report based on a fresh pre-typhoon sea-
son collective stock take.

This report presents the findings of our updat-
ed analysis of the current pre-positioned
stock in Nepal.

1 Action Contre la Faim: Supply Chain Expenditures & Preparedness Investment Opportunities in the Humanitarian Context 2

2 Strength in Numbers by Reseau Logistique Humanitaire



https://www.google.com/url?sa=t&rct=j&q=&esrc=s&source=web&cd=&ved=2ahUKEwjA1-DzkdzsAhWBxYUKHaheAgUQFjAAegQIAxAC&url=https%3A%2F%2Fwww.actioncontrelafaim.org%2Fwp-content%2Fuploads%2F2018%2F05%2FACF_Report_Supply-Chain-Exp-and-Inv.-Opportunities_20171124_Fina
https://reliefweb.int/report/world/strength-numbers-towards-more-efficient-humanitarian-aid-pooling-logistics-resources
http://www.esups.org/
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EXECUTIVE SUMMARY
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The information provided in this document
are divided in two parts: an ASSESSMENT of
the current stocks pre-positioned in Nepal,
looking at the quantities and locations, and a
set of RECOMMENDATIONS per item, to help
decision-makers in country re-allocate those
stocks to be more time and cost efficient at
times of disasters. Both the assessment and
recommendations are made on a collective
approach.

This document does not recommend pre-
positioning strategies at individual agency
level, the very purpose of the ESUPS project
being to foster collaborative approaches such
as loan-borrowing. However, should those rec-
ommendations move towards implementation,
it is expected that individual agencies could
draw their own pre-positioning strategy from
this overall approach, now considering in
country partners and other players capacities
and strategies.

Here are the main findings and recommendations identified by the ESUPS

analytics tools. Please note that those recommendations provide guidance
towards a more optimum national coordinated pre-positioning model and not
a definite solution.

Many local specific factors could not be considered, and like for any mathe-
matical model, assumptions were made. That context-specific information
needs to be discussed and factored in at country level.

The findings contained in this report are to be looked at in complement of the Analytics tool
provided and the STOCKHOLM platform alongside this document. This allows the user to look
at each detailed location about the availability of stock per Cluster/Per items/ and per wa-

rehouse location.
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ANALYTICS METHODOLOGY—STEP 1: ANALYSE
HISTORY OF DISASTERS IN NEPAL

e Since 1980, Nepal was affected by
114 disasters. 104 of these, corre-
sponding to 91%, affected more
than 100 people

e 91% of disasters affected 250,000
people or less, while 80% of disas-
ters affected 70,00 people or less.
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most affected location—see be-
low). We can also see that when
focusing on the middle size dis-
asters they are all in the South
of the country.

That could be explained by the fact that many of those
disasters are floods, which are a consequence of water
flowing down (and south) from the mountains range.

e Focusing on disaster type, floods, epidemics and land-
slides are predominant and quite evenly distributed
across the country. This information should be consid-
ered when defining a centralised or decentralised overall
strategy.
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ANALYTICS METHODOLOGY—STEP 2: COLLECT PRE
-POSITIONED STOCK AND LOGISTICS DATA

ESUPS has created a platform aimed at capturing existing stock situation in country. The STOCK
of Humanitarian Organisation Logistics Mapping (STOCKHOLM) platform is now partially availa-

ble after the first development phase and was used to enter the Nepal Stocks collected. The sec-
ond phase is under development, but users can already register to access the map. The data col-
lection was coordinated in country by the Logistrics Cluster Coordinator and his team.

MGROUP J:  QUANTITY ¢ RATIO ¢

ANALYTICS METHODOLOGY—STEP 3: ANALYSE
DATA THROUGH THE MATHEMATICAL MODEL

With those two sets of data (history of disasters and existing pre-positioned stock situation),
ESUPS, through its mathematical model could trigger the analysis.

The model provides an optimised average re-
sponse time and costs over all scenarios. This
means that based on the model recommenda-
tion, sometimes users may lose a bit in terms of
time and/or cost, but that on average they will
collectively come out ahead and save time and
cost.

The ESUPS model works at a national and col-
lective level. This analysis does not provide any
agency-specific information but rather look at
the situation for each item independently of who
owns it. This is the core principle of the ESUPS
project: support and encourage collaboration
and coordination to maximise cost and time effi-
ciency. There are currently 4 Clusters reporting
on 22 core relief items as per summary table.
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Click on the image to view it in full size.


https://esups-stockholm.azurewebsites.net/#/private/login
https://esups-stockholm.azurewebsites.net/#/private/login
https://esups-stockholm.azurewebsites.net/#/private/login
https://esups.org/wp-content/uploads/2021/06/ITEM-GROUPS-AND-CLUSER-no-red.png
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ASSESSMENT
0 Based on the current pre-positioned stock in AVERAGE CAPACITY

country, the present actors collectively have an Based on pre-positioned items analysed
average capacity across all 22 items analysed to

cover 69% of disasters in country without internati- 69% DISASTERS COVERED

onal as§|stanc'e.. This mear.lsj all items comblned are e ihoutinternationallassistance
stored in sufficient quantities to support disasters

affecting an average of 32,185 people or less. To AFFECTING 32 185 or |ess
increase this percentage, the Nepal responders will ’ |
have to increase the overall quantities of stocks. peopie

5/22 ITEMS 9 Should the Nepal responders decide collectively to be able to support

85% of disasters in country without international assistance, only 5 items
stored in sufficient out of 22 are currently stocked in sufficient quantities at the national level
quantities: (not necessarily in the right location).
diarrheal disease

kits, personal

e e 9 Total potential savings if the SAVINGS

(PPE), clothes, ropes proposed coordinated pre-

tarpaulins positioning strategy is implemented. 12 /OTlME 18 /0 COST

0 In terms of priority, the most important items to look at
in order to make a significant time and cost impact are PPE, PRIORITY
lamps & lanterns, water purification tablets, diarrheal disease
kits. Although many of those are pre-positioned in sufficient HlGH personal protection
quantities, the locations where they are pre-positioned are - equipment (PPE), lamps
the furthest from an optimum situation. & lanterns, water

purification tablets,
diarrheal disease kits.

9 The lowest priority items are clothes, sanitation, blan-
kets, buckets. This means that, although some of those are
not pre-positioned in enough quantities, they are relatively e
well pre-positioned at a geographical level. clothes, sanitation,

blankets, buckets.

OVERSTOCKED 6 In terms of location, the warehouses that are the
Warehouses: Kathmandu, Lalitpur further from an optimal stock’s contents are:

and Lamjung-Besisahar. a. Biratnagar, Pachthar-Phidim and Doti-Dipayal for
Provinces: Bagmati and Gandaki. the warehouses currently understocked:;

UNDERSTOCKED b. Kathmandu, Lalitpur and Lamjung-Besisahar for the
warehouses currently overstocked.

At a larger provincial scale, the 2 most understocked prov-

Warehouses: Biratnagar, Pachthar-

Phidim and Doti-Dipayal. . . . .
SravfEae SuElr PreEtim £ inces are Sudhur Paschim and Province No. 1 while the 2

Province 1. most overstocked provinces are Bagmati and Gandaki.
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NOTES ON NEPAL

The main central observation that should
draw Nepal partners attention is the over-
centralisation in the capital, Kathmandu.

As can be seen on the graphs below, the anal-
ysis of the last 40 years of disasters shows
that Kathmandu is only the 30" most affect-
ed place across the country in terms of num-
ber of affected people. However, the 2015
earthquake(s) affected mostly the Kathmandu
area, which is also the most densely populat-
ed: as a consequence, it “appears” as one of
the most vulnerable places. But this is not
the case, and while the stock in country is
very largely centralised in Kathmandu, maybe
as a preparedness measure for the next big
event that could hit the capital, all other loca-
tions equally or more affected than Kathman-
du are left with little or no stock.

uuuuuuuuuuuuuuuuuuuuuuuuuuuuuuuuuu

The direct consequences are a loss of time-
efficiency during responses that need to be
undertaken in the provinces as most stock
must be sent from Kathmandu, also with a
cost impact.

The second consequence is more hypothetical
but worth considering: by “putting all their
eggs in the same basket” in Kathmandu, the
pre-positioned stockholders collectively take
the risk to see their stocks damaged, de-
stroyed or inaccessible in case or large events
affecting Kathmandu (rubbles, damaged
warehouse, floods, etc.). Decentralizing would
offer flexibility to support Kathmandu from
the provinces while diminishing the risks of
loss.

Total Stock vs Number of people affected
(including 2015 earthquake)
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RECOMMENDATIONS PER ITEM

At the Nepal partners request, ESUPS provided a collective per item analysis providing infor-
mation as to which locations were overstocked or understocked and how items could be moved
between warehouses to save time and costs during responses.

The tool designed and used to run those analysis is available to all Nepal partners to adjust the
variables and run new analysis as per their needs.

Besides is one example of such an analysis. All 22 items analysis are available in the full report.

SLEEPING MATS T

| Potential time and cost savings
| TIME: 7% COST: 10% I
QUANTITIES: AVERAGE | LOCATIONS: GOOD |

The current pre-positioned stock of sleeping Although not stored in enough quantities

mats across  the country allows Mepal across the country, the overall geographical

responders to cover 53% of disasters across balance of where sleeping mats are currently
the country without international assistance. stored is relatively good.

s to cover 75% of disasters: increase current On the basis of the existing stock of sleeping
overall quantity (11,644 units) by a ratio mats (11,644), the graph shows which
of 5,12 to reach 59,613 units locations are overstocked, which ones are

s o cover 85% of disasters: increase current understocked, and how stocks can be re-
overall quantity (11,644 units) by a ratio balanced across warehouses to maximise
of 14.56 to reach 163,541 units cost and time efficiency.

RE-ALLOCATION OPTIONS B most understocked
MOWE TO Mahendranagar-Bhimdatta
o [ove 28,221 sleeping mats to Bhairahawa - n
! L B8 h
-Butwal to reach the optimal stock of S
29,221 (currently: 1000) Baitidi-Dasharathchanda

o Move 25,274 sleeping mats to  Siraha- Udaypur-Gaighat
Maraha to reach the optimal stock of -
25,274 (currenthy: O) Pachthar-Phidim

o [ove 19,122 hblankets fo Biralnagar to Kathmandu
reach the optimal stock of 19,972
(currently: 850) Janakpur

Doti-Dipayal
Pokhara
Dhangadi
Nepalgunj
Bardibas
Birgunj
Lalitpur

Biratnagar

Siraha-Naraha

Bhairahawa-Butwal

To see this graph on full screen, click here




CONTACTS

WEFP staff handling COVID related medical supplies received from UAE AID fund at the Humanitarian Staging Area in Kathmandu. Credit: Sher Ghimire
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