Nigeria — Logistics Sector Operation P

LOGISTICS

Nigeria, Maiduguri — Coordination Meeting Minutes I, CLUSTER
21 November 2024

LOCATION

DATE

CHAIR

PARTICIPANTS

AGENDA

ACTION
POINTS

Hybrid - Cheu Mita Conference Room, WFP Office, Maiduguri, Nigeria, and

Online — Microsoft Teams

21 November 2024

Logistics Sector

Action Against Hunger, ALIMA, Care Best Initiative, Christian Aid, Danish Refugee Council, E-
Health Africa, FHI 360, GISCOR, Information Management and Mine Action Programs (iMMAP),
International Committee of the Red Cross (ICRC), International Federation of the Red Cross (IFRC),
International Medical Corps (IMC), International Rescue Committee (IRC), INTERSOS, Jireh Doo
Foundation (JDF), Life Helpers Initiatives, Malaria Consortium, Medecins du Monde, MSF-France,
MSF-Spain, Mercy Corps, Plan International, Premiere Urgence Internationale (PUIl), Salient
Humanitarian Organization, Secours Islamique France (SIF), Solidarities International, Street Child
Nigeria, Terre des Hommes (TdH), United Nations Office for the Coordination of Humanitarian
Affairs (UNOCHA), World Food Programme (WFP).

Civil-Military Coordination and Access updates
Activity Planning for 2025

Cluster Coordination Performance Monitoring (CCPM)
AOB

Q&A Session

LA S

e Partners to consolidate their request for driver/transporters' verification to be
submitted to the Borno Department of State Services.

e The Logistics Sector to share the consolidated vendors list after the re-vetting
exercise to serve as an indicative database for partners.

e IFRC will share the existing imports SOP to establish a baseline for government
engagement on imports, which the Sector will disseminate for further engagement.

e The Nigeria Logistics Sector team to plan a logistics contracting training in 2025.

e  Partners asked to share recent assessments of markets, prices, and other logistic-

related topics.

1. Civil-Military Coordination and Access updates

Verification along main supply routes and vetting of transporters.

A recent incident of a vendor with expired clearances resulted in delays in obtaining military clearance for

cargo transport for humanitarian organizations. The proper channel for approval is for organizations to

request clearance for cargo movements through OCHA.
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e Organizations have been requested to provide the names of the transport companies they currently use to
the Borno Department of State Services (DSS) for re-verification. While this process was conducted earlier
this year, there have been some changes in drivers used by transporters, which needs to be updated on the
DSS database.

e The process will help get the recent drivers and transporters on the list and familiarise them with
recommended practices on the MSRs. It will also help the Sector update the transporters list to serve as a
pool accessible to all partner agencies so organisations can track who is already on the list and who needs
to be added.

Delay in cargo clearance process

e Recent delays in cargo clearance have been observed. Agencies must ensure their transporters have the

required clearance paperwork in place.

Escort frequency for cargo movements to Monguno and Damasak

e There are increasing cargo movement requests to Monguno and Damasak, and concerns arose by partners
about the fact that one monthly escorted convoy to these locations might be insufficient.

e There are currently three cargo movements to Monguno, however, only two were utilized by partners.

e The escort's frequency and timing are demand-driven. OCHA regularly checks with organizations on the
need for cargo movements, although on average the responses received are low, making it difficult to
anticipate cargo movement needs.

e A solution is to be sought to allow the rapid movement of emergency humanitarian cargo to these field

locations even if it is only a few trucks at a time.

Payments at military checkpoints:

e Drivers are requested to pay stipends at checkpoints. Transporters, in turn, charge organizations more as
they factor in the money paid at checkpoints. The issue, raised the previous year, will be raised again with

the security agencies at the upcoming civil-military coordination meeting.

UNHAS no-cost cargo transport ends:

e UNHAS plans to reintroduce paid cargo transport services by the end of November, with a transport fee of
USD $2 per kg.

e UNHAS is also changing its fleet composition, replacing the larger Super Puma helicopter with a smaller Bell
412. This is partly due to reduced passenger requests on the rotary wings.

e Some organizations requested further clarity on transporting dangerous and oversized cargo. The Standard
Operational and Administrative Procedures (SAOP) document can be shared upon request.

e Organizations are encouraged to plan in time to avoid reliance on air cargo movement but also to share
their needs regularly to allow for a possible review and scale-up of air cargo capacity if needs increase,

especially in view of the upcoming 2025 rainy season.
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2. Activity Planning for 2025

2025 access planning

e Drawing on the lessons learned from 2024 access challenges, the Nigeria Logistics Sector team is asking
organizations to strengthen preparedness and prepositioning efforts to mitigate possible access challenges
in 2025. This process should embody timely procurement, quick and strategic programmatic decisions, and
improved logistics guidance for timely storage and cargo movement preparedness.

e The Nigeria Logistics Sector team remains poised to augment storage capacity where it is absent, and

partners are requested to contact muhsin.mufti@wfp.org for further support on logistics needs.

The ongoing Gaps and Needs Analysis (GNA)

e Some trends have emerged in responses received for storage and transport needs in additional northeast
and northwest locations. The Nigeria Logistics Sector team will analyze and propose the most feasible
solutions.

e Support is required in importation services, especially for pharmaceutical products. Partners are urged to
reach out to muhsin.mufti@wfp.org for other needs requiring a common logistics approach that has not

been identified.

Expansion of operations to North West Nigeria

e The Nigeria Logistics Sector team has at the moment no formal plans to expand operations in North West
Nigeria. However, it will continue to deepen coordination, information management and training for
partners responding in the northwest.

Northeast operations

e The Nigeria Logistics Sector team will continue to maintain the six common storage warehouses, loan
logistics equipment (MSUs, generators, and prefabs) on a case-by-base basis, and facilitate access to air
cargo services.

e  While some discussions were raised on warehouse cost recovery modalities, the Nigeria Logistics Sector
team will continue providing common storage free of charge.

e The Nigeria Logistics Sector team will also sustain coordination, information management, GIS services, and
road access mapping services to partners in 2025 as needed.

Road access monitoring

e The Nigeria Logistics Sector team monitors road access conditions. Live updates are available via LoglE
Nigeria. Partners can monitor and update physical road access constraints for information-sharing purposes.

Environmental sustainability:

e In 2025, the Nigeria Logistics Sector team will explore more environmentally sustainable waste management
initiatives for better economic and ecological results.

Fleet management and sharing

e The Nigeria Logistics Sector team is liaising with the Fleet Forum for a coordinated plan to explore multi-
agency carpooling and shuttle services to reduce carbon emissions and environmental footprints.

Rapid response
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e The Nigeria Logistics Sector team will strengthen its ability to respond to the sudden onset of emergencies.
Discussions are finalized with UNHAS on carrying out emergency flights to routes not currently included in
their usual destinations. While this is contingent on security clearance and the magnitude of needs, UNHAS
can support such emerging requests.

3. Cluster Coordination Performance Monitoring (CCPM)

e The Nigeria Logistics Sector team took the partners through the following aspects of the CCPM
s CCPM Characteristics

PURPOSE assess the six core Cluster functions (and
accountability to affected populations)

1. Obligation by mandate and (core) function. Endorsed by IASC WG
in August 2012.

2. Initially once a year (Q1) - can be implemented on demand by
individual clusters.

3. Acountry-led process (planning, analysis and implementation)

4. Supported  globally (le: 1ASC guidance, GLC standardized
questionnaire and technical support).

L WHY CCPM

:Oi Ensure efficient and effective coordination
Vo
i= Take stock of what functional areas work well and what areas need improvement

(IJ Raise awareness of support needed from the HC/HCT, cluster lead agencies, global Clusters or Cluster partners
Q Opportunity for self-reflection
%‘ Strengthening transparency and partnership within a Cluster

liT‘J Show the added value and justify the costs of coordination

Nigeria | Logistics Cluster Website (logcluster.org)



https://logcluster.org/sector/ngr16a

Nigeria — Logistics Sector Operation
Nigeria, Maiduguri — Coordination Meeting Minutes
21 November 2024

LOGISTICS

g CLUSTER

L CCPM is NOT

Monitor response (service delivery)

Evaluate individual partners or coordinators

Evaluate if/when Clusters should be deactivated, merged etc.
(Review of the Cluster architecture)

Exclude usage of other tools with the same purpose

G SIX CORE CLUSTER FUNCTIONS

To support service delivery To monitor and evaluate performance by

a. Providing a platform that ensures service delivery is driven a. Monitoring and reporting on activities and needs.
by the Humanitarian Response Plan and strategic b. Measuring progress against the Cluster strategy and
priorities. agreed results.

b. Develop mechanisms to eliminate duplication of service c. Recommending corrective action where necessary.
delivery.

To inform the HC and HCT strategic decision-making by

a. Preparing needs assessments and analysis of gaps (across and . . . L. .
within Clusters, using information management tools as needed) To build ‘capacity in prep. and
to inform the setting of priorities identifying and finding solutions contingency planning
for (emerging) gaps, obstacles, duplication and cross-cutting

issues

To plan and impl Cluster gies by To support robust advocacy by
a. Developing sectoral plans, objectives and indicators that directly a. Identifying concerns. and contributing key information and
support realization of the overall response’s strategic objectives. messages to HC and HCT messaging and action.
b. Applying and adhering to common standards and guidelines. b. Undertaking advocacy on behalf of the Cluster, Cluster
c. Clarifying funding requirements, helping to set priorities, and members, and affected people.
agreeing Cluster contributions to the HC's overall humanitarian
funding proposals

e The timeline for the CCPM is shared as follows:

U Implementation

2. RESULTS 3. FINAL REPORT 4. FOLLOW-UP &
SHARED AND ACTION PLAN MONITORING

FEBRUARY - MARCH-

FEBRUARY

MARCH DECEMBER
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4. AOB

e Inflation: Some coping strategies agencies adopt are contract modifications to sales and services
agreements, set thresholds, and add price adjustment clauses in case of contextual changes. This has been
a challenge, with rapidly changing exchange rates and fuel prices unavoidably affecting logistics operations.
The Sector will organize logistics contracting training and exchange sessions between agencies in 2025 to
facilitate exchanges of ideas on the contracting process in the rapidly evolving context. Partners are advised
to stay abreast of changes in exchange rates and fuel prices on recognized platforms.

e 4Ws of prices and information: To help maintain a more frequent information flow, a 4W (Who, what,
where, and when) on prices and other relevant information will be consolidated so organizations can stay
abreast of trends. Partners are encouraged to provide the information when the Sector sends out prompts
for information to better understand changes in the prices of goods and services. The partners' responses
will determine the frequency.

e Need to increase localization: Agencies are encouraged to push towards prioritizing localization to build
local NGOs' capacities and increase their participation in consortia. The call also includes focusing on local

production and procurement.
5. Q&A Session

e  Minimum and maximum trucks allowed for escorted movement: Only in exceptional emergency cases can
movements be organized for a small amount of trucks. Usually, 8 to 10 trucks are recommended for better
efficiency. The Cil-Mil coordination can handle up to sixty trucks in one convoy. Organizations should give a
48-hour notice to prepare trucks and load goods.

e Escorted movement to areas close to Maiduguri: For areas close to Maiduguri (Mafa, Konduga, Magumeri),
most organizations continue to resort to escort services for personnel movements coordinated through
UNDSS. For cargo movements, clearance is required for cargo moving outside Maiduguri and Jere.

¢ Import Duty Exemption Certificate (IDEC): Partners remain concerned about the slow pace of approvals,
the bureaucratic constraints attached, and the lengthy processes. The Nigeria Logistics Sector team will
include this in the 2025 planning and support by identifying the process requirements, current bottlenecks,
and solutions to the challenges.

e Existing SOP on pharmaceutical items import: IFRC will share the previous draft with the Nigeria Logistics
Sector team to serve as a baseline for further engagement with the government.

e UNHAS survey: Partners are interested in the UNHAS survey on the impact of its partial cost recovery on
passenger movements. In September 2024, UNHAS reduced flight costs by 50% for national NGOs and 33%
for international NGOs to ensure fair access. Despite this, there has been a decrease in helicopter passengers
as more organizations increase local staff and extend field rotations to save costs. Other agencies are also
dealing with reduced humanitarian funding. The survey concludes that further price reductions won't

increase passenger numbers as organizations are choosing more cost-effective options.
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e Type of transporter vehicles to be vetted: Partners asked if the vetting includes transporters with light
vehicles for personnel movements. The Nigeria Logistics Sector team confirmed that the vetting process
covers all light vehicles and heavy-duty trucks supporting deep field operations.

e Minimum wage review for service: Partners suggested organizations update contracts with service
providers like cooks, drivers, cleaners, and security staff to match the new minimum wage for 2025. They
should review expenses to ensure staff salaries comply with the new wage. The Nigeria Security and Civil
Defence Corps (NSCDC) also directed that agencies should only contract with approved security agencies,

not have security as their staff. The priority is to ensure staff receive a livable wage.

Contacts
Muhsin Mufti Sector Coordinator muhsin.mufti@wfp.org
Abba Medugu Roving Logistics Officer abba.medugu@wfp.org
Joke Ekundayo Operational Information Management Joke.ekundayo@wfp.org
Mohammed Kachalla MSU Technician mohammed.kachalla@wfp.org
Malan Banah MSU Technician Malan.banah@wfp.org
Olamide Ariwoola GIS and Mapping oariwoola@immap.org
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