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I Introduction

In this chapter, the reader will be introduced into the area of humanitarian relief organizations, its back-
ground and the associated problem discussion. This problem discussion, presented at the end of the chapter,
will narrow down the topic and be the foundation for the purpose of the thesis.

1.1 Background

Nowadays, humanitarian relief jorganizationp are more and more present in people’s lives.
Disasters are occurring more often than they used to 100 years ago and the number of
people they affect has increased continuously (EM-DAT, 2013). Recent studies point to-
wards the fact that, in the next fifty years, disasters occurrences will be multiplied by five,
mainly due to climate change developments, environmental degradation and rapid urbani-
zation (Thomas & Kopczak, 2007; Schulz & Blecken, 2010; Nikbakhsh & Farahani, 2011).
Additionally, it is reported that the total number of recorded natural disasters has multi-
plied more than sixfold over the last 30 years (Hoyois, Below, Scheuren, & Guha, 2007 ;
Schulz & Blecken, 2010). This actually confirms the trend that humanitarian relief organiza-
tions will have to face tremendous work in the near future. Hence, a need for an even more
effective international disaster response has emerged (Schulz & Blecken, 2010).

Interestingly, the results of the different actions humanitarian relief organizations conduct
are uneasy to precisely assess, both measurably and quantifiably (Tomasini & Van
Wassenhove, Humanitarian Logistics, 2009b). It is argued that performance measurement
within the humanitarian sector presents some unique characteristics. Services provided in
humanitarian relief operations are intangible and hard to quantify, outcomes are unknown,
the performance of each mission is hard to quantify, interests and goals between the differ-
ent actors differ, and accuracy and reliability of available data is not satisfactory (Nikbakhsh
& Farahani, 2011).

Nevertheless, the main goal humanitarian relief organizations have consists in saving lives
as well as alleviating peoples’ suffering caused by disasters (Balcik B. , Beamon, Krejci,
Muramatsu, & Ramirez, 2010; Balcik & Beamon, 2008). According to Tomasini & Van
Wassenhove (2009) humanitarian relief organizations are driven by the supply (donors),
whereas for-profit organizations are driven by the demand (customers). This unique speci-
ficity affects the way humanitarian logistics is thought, managed and measured.

Humanitarian relief supply chains seek a balance between speed and cost, before focusing
on profit (Tomasini & Van Wassenhove, 2009a). It has been emphasized that the speed of
reaction after a disaster strikes is of the utmost importance, especially since the first 72
hours can save a maximum of lives (Tomasini & Van Wassenhove, Humanitarian Logistics,
2009Db). Since humanitarian relief organizations must cope with a numerous number of ac-
tors that have to be coordinated and managed, we do not talk anymore about having a lo-
gistic approach only, but rather about a supply chain management approach (Oloruntoba &
Gray, 2006). Therefore, the specificities that humanitarian relief organizations present re-
garding their supply chains must be highlighted. Firstly, objectives are most of the time
ambiguous and unclear. Secondly, resources are scarce and uneasy to gather, both in terms
of human capital, financial resources and adequate infrastructures. Thirdly, they evolve in
an environment that is particularly uncertain. Fourthly, urgencies are actually part of their
daily job. Fifthly, they focus on acting as fast as possible, therefore sidelining any profit-
oriented vision. Finally, they evolve in an environment that is particulatly sensitive to polit-
ical concerns (Tomasini & Van Wassenhove, Humanitarian Logistics, 2009b).
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In addition to those specific characteristics, humanitarian relief logistics present capacity is-
sues. Organizations that intervene in the humanitarian area tend to have employees that
lack depth in professional knowledge because they tend to present backgrounds that reflect
the objectives of the corporate world. Moreover, funds are biased on short-term responses,
thus tying into the uncertainty of the environment in which those organizations have to
cope with daily. Lastly, limited financial resources coupled with uncertainty restrain invest-
ments in logistics services and infrastructure, such as in information technology (IT).

Therefore, those services are often transferred or delegated to logistics service providers
(LSPs) (Gustavsson, 2003).

The need to integrate logistics service providers into humanitarian relief operations has
been recognized. Authors advocate that “bumanitarian logistics, the function that is charged with
ensuring efficient and cost-effective flow and storage of goods and materials for the purpose of alleviating the
suffering of vulnerable people” (Thomas & Kopczak, 2005, p. 1) received positive, public
acknowledgement in regards to the role of logistics in effective relief, after the 2004 Asian
Tsunami. An overabundance of relief goods that had to be sorted, stored and distributed as
well as flight capacity, warehousing, bottlenecked transportation pipelines and infrastruc-
ture were only a few critical issues to deal with at that time. Nevertheless, Doctors Without
Borders called for “supply managers without borders” in order to effectively ensure the
flow of goods to the victims of the disaster. Therefore, the role of logistics service provid-

ers is imperative to the effectiveness and speed of response to victims of disaster (Thomas
& Kopczak, 2005).

Humanitarian logisticians are not often recognized as being a critical support function to
the success of relief efforts, whose roles are under-utilized and only confined to executing
decisions after they are made. Consequently, this places an enormous burden on logisti-
cians who have not been given an opportunity to articulate and coordinate the physical
constraints in the planning process. Moreover, tensions arise when the actors within the

disaster relief operations cannot understand delays and breakdowns in the supply delivery
process (Thomas A. , 2003).

In their concluding remarks, McLachlin & Larson (2011) state that relationship building ef-
forts and complementary services would lead to better relationships, which in turn would
lead to better coordination and effectiveness within humanitarian supply chains. For only a
handful of aid agencies, prioritizing the creation of high-performing logistics and supply
chain operations is lacking during disaster relief (Thomas & Kopczak, 2005). As a result,
building a relationship between humanitarian organizations and logistics service providers
could accommodate better performance.

1.2 Problem Discussion

It is known that successful supply chains only emerge when the different actors involved
are capable of working efficiently all together (Tomasini & Van Wassenhove, Humanitarian
Logistics, 2009b). Unfortunately, no single actor has sufficient resources to respond effec-
tively to a major disaster (Bui, Cho, Sankaran, & Sovereign, 2000). Post-disaster relief envi-
ronment, the large number and variety of actors involved in disaster relief, and the lack of
sufficient resources are a few factors contributing to coordination difficulties in disaster re-
lief operations (Balcik et al., 2010). Rey (2001) indicates that coordination efforts are a fun-
damental weakness of humanitarian action (cited in Balcik et al., 2010). Additionally, hu-
manitarian relief organizations find it difficult to collaborate, thus failing to make the effort
(Fenton, 2003; Balcik et al., 2010). The inability to coordinate often leads to an increase in



inventory costs, lengthy delivery times, and negatively effects service to the beneficiaries
(Simatupang, Wright, & Sridharan, 2002).

Studies advocate there exist two types of risk that affect the effectiveness and the efficiency
of humanitarian supply chains: the disruption risk and the coordination risk (Tomasini &
Van Wassenhove, Humanitarian Logistics, 2009b). Whereas the disruption risk relates to
complexity and geographical dispersion, the coordination risk refers to ensuring both de-
mand and supply match with each other, despite the “pressures of cost-conscious lean and leaner
deszgns” (Tomasini & Van Wassenhove, Humanitarian Logistics, 2009b, p. 13). In order to
eliminate the coordination risk and achieve economies of scale (Schulz & Blecken, 2010)
suggest the use of collaboration amongst key actors, such as between service providers and
humanitarian relief organizations. Mason, Lalwani, & Boughton (2007) support as well this
idea, namely that improving transport and supply chain performance often involve various
forms of collaboration. Unless humanitarian actors learn how to collaborate and co-
manage relief chains, performance may not be enhanced, thus leading to dramatic conse-
quences for stricken populations (Chandes & Pache, 2010).

Schulz & Blecken (2010) emphasize the lack of inter-organizational cooperation and coor-
dination within humanitarian relief supply chains. In order to improve or even maintain the
level of assistance to those victims affected by disaster, efficiency and effectiveness of the
response must be improved in terms of cost, time and quality. The logistics function can
constitute a main improvement lever in this regard because it accounts for up to 80 percent
of the total funds spent in disaster response (Trunick P., 2005; Van Wassenhove, 2000;
Schulz & Blecken 2010).

Although the humanitarian relief logistics subject is relatively new, it has received a large in-
terest from many researchers since 2005 (Natarajarathinam, Capar, & Narayanan, 2009).
However, the literature lacks particular attention concerning the coordination roles and ob-
jectives between humanitarian relief organizations and LSPs during disaster relief opera-
tions (Tomasini & Van Wassenhove, Humanitarian Logistics, 2009b).

ReliefWeb (2013) published on their website an overview of a flooding disaster in Mozam-
bique that had occurred on January 12, 2013 and escalated to higher measures of emergen-
cy just 10 days later. By February 20, 2013, at least 113 people had been killed and the
floods had displaced over 185,000 people. In a situation report UNICEF Mozambique
(2013), the government of Mozambique called for “vngoing service provision to accommodation
centers for displaced families and children until conditions enable a return to normaley”. This request de-

pended on the successful coordination of disaster relief operations, namely between
UNICEF and its logistics service providers (LSPs).

1.3 Research Purpose

As such, it is important to understand the elements that drive, facilitate, constrain and af-
fect the relationship UNICEF has with its LSPs.

The purpose of this study is to explore the relationship between UNICEF and its
LSP(s) during disaster relief operations.

By ftulfilling their purpose, the authors of this research will contribute to the existing litera-
ture on the topic of humanitarian logistics. Furthermore, they will provide their readers and
audience with a clear understanding of the similarities and the differences that exist be-
tween a UN organization and its logistics service provider(s). As a result, humanitarian re-
lief organizations will be given the elements that drive, facilitate, constrain and affect the ef-



fectiveness of their relationships with their LSPs when intervening in disaster relief opera-
tions.

1.4 Report Structure

The structure of this report is as follows: chapter two will contain the frame of reference,
while chapter three will present the methodology. In chapter four, the empirical findings
will be presented. The analysis of the empirical findings and their connections with the
theories will be discussed in chapter five. Finally, chapter six will contain the research con-
clusion, research contributions and suggestions for future research.



2 Frame of Reference

In this chapter, the anthors will present the relevant theories surrounding the purpose of the research. The
first section concerns humanitarian context, its definitions and its principles. The next section presents some
of the different actors involved in humanitarian relief operations. The third section highlights the characteris-
tics of humanitarian logistics, while the fourth section compares humanitarian logistics and commercial logis-
tics. "The fifth section presents the nature of disaster relief operations and its phases. The sixth section em-
phasizes the connection that exists between logistics and disaster relief operations, while the seventh section
presents basic principles of cooperation and collaboration within humanitarian logistics. A model on how to
Jorm an effective relationship is then presented, followed by a conceptual framework. Finally, the research
questions are presented.

2.1 Humanitarian Context

The humanitarian term imposes a specific space/environment in which the actors ate al-
lowed to evolve (DeChaine, 2002). Those are commonly referred to as humanitarian relief
organizations that are in charge of completing as best as they can the mission as follows: to
aid people in their survival (Kovacs & Spens, 2007). Humanitarian relief organizations have
many rights, duties and responsibilities that limit their actions. They live by three important
principles: humanity, neutrality and impartiality (Tomasini & Van Wassenhove,
Humanitarian Logistics, 2009b). This means that the different actors that take part in a re-
lief supply chain must comply with those three principles too.

Figure 1 Humanitarian Space and Principles Source: Tomasini and Van Wassenhove 2004

One common problem that humanitarian relief organizations face is that whereas they are
often perceived as being a “zone of tranquility” by the ones that received their help, they
have to be really careful with the environment they evolve in. In other words, their actions
must not be interpreted as favoring one side over the other, especially in tensed political
contexts. It is advocated that humanitarians “annot judge the conflict but they can only judge the
extent to which the conflict is affecting civilians” (Van Wassenhove, 2000, p. 479).

Since the beginning of the XXI century, donors have asked for more transparency in order
to measure the actions of the ones they subsidize, namely humanitarian relief organizations.
In order to complete their mission efficiently, those organizations are in charge of carrying
out various processes. They can either provide the services themselves or contract them
throughout a third party. Among those processes, the logistics need now occupies a central



position that forces humanitarian organizations to become more result-oriented than they
used to be (Van Wassenhove, 2000).

2.2 Humanitarian Relief Actors

2.2.1 Presentation of the Different Actors

When engaging in humanitarian relief operations, a range of players with different cultures,
purposes, interests, and mandates have to closely work together (Hilhorst, 2002). Alessan-
dra Cozzolini (2012) advocates that there are seven main actors interacting at the same time
when conducting relief operations. The following model presents the different relation-
ships that exist between those distinct actors.

Figure 2 Humanitarian Actors and Their Relationships Source: Cozzolino 2012

Host governments authorize and activate humanitarian logistics stream after a disaster
strikes. The military can provide resources and primary due to its historical logistics and
planning capabilities. Donors represent the sources of funding through donations, either
in-cash or in-kind. Since in-kind donations tend to always come from the private sector,
donors fund relief operations throughout financial means. Aid agencies are “actors throngh
which governments are able to alleviate the suffering cansed by disasters” (Cozzolino, 2012, p. 13). For
instance, one of the most important is World Food Program (WEP) that highly contributes
to relieving many disasters, especially in terms of logistics. Logistics and other companies in
the model represent those companies that come from the private sector, and are increas-
ingly growing within the humanitarian relief environment. Lastly, non-governmental organ-
izations (NGOs) actually include several and disparate actors. Some can even be temporary
players that are created just because of certain needs triggered by the disaster (Cozzolino,
2012).

2.2.2 A Focus on UN Aid Agencies

According to UN (2013), after WW2, 51 countries committed to maintaining international
peace and security, developing friendly relations among nations and promoting social pro-
gress, better living standards.and human rights. Thus;the United Nations (UN) was born



as an international organization to be the center for harmonizing the actions of nations to
achieve these goals. Currently, there are 193 Member States from all over the world.

The UN (2013) can take action on a wide range of issues, mainly due to its unique interna-
tional character and the powers vested in its founding Charter. Additionally, a forum
through the General Assembly, the Security Council, the Economic and Social Council and
other bodies/Committees is provided where the cutrent, 193 Member States can express
their views. The UN is well-known for peacekeeping, peace building, conflict prevention,
and humanitarian assistance The Organization is also known for working on a broad range
of fundamental issues such as sustainable development, environment and refugee protec-
tion, and disaster relief to promoting human rights, democracy, and governance. The Or-
ganization works proactively in these aforementioned areas in order to coordinate efforts
and to achieve its goals for a safer world for the current and future generations.

According to UN (2013), 189 Member States of the UN gathered for one of the largest
gatherings of world leaders in September of 2000 to discuss their future. Increased and ev-
er-growing globalization, higher living standards and new opportunities tied these Member
States together. Commonality across the States was unevenly distributed and disparate in
regards to their citizens’ lives. For example, while some States grew upwards in prosperity
and global cooperation, other States had endless conditions of poverty, conflict and a de-
graded environment. As a result, the convened leaders of the summit established a series of
collective priorities for peace and security, poverty reduction, the environment and human
rights known as the Millennium Declaration. “Human development is the key to sustaining social
and economic progress in all countries, as well as contributing to global security” (UN, 2013). These
steps were considered essential to the advancement of human kind as well as the immediate
survival for a large portion of it.

According to UNICEF (2013a), to further aid the priorities of the world community, a
blueprint for a better future was laid out, known as the Millennium Development Goals
(MDGs). It was agreed that by 2015, the world and its leaders would achieve measurable
improvements in the most vital areas of human development. The MDGs set priorities for
children, even though the goals are for all humankind. This is because six of the eight
goals relate directly to children, meeting the goals is most critical for children, children have
rights, and reducing poverty starts with children. They are the most vulnerable when peo-
ple lack essentials such as food, water, sanitation and health care. Additionally, they are the
first to die when basic needs are not met. Thirdly, each child is born with the right to sur-
vival, food, nutrition, health and shelter, and education, and to participation of equality and
protection. All of these factors were established in the 1989 international human rights
treaty known as the Convention on the Rights of the Child. In order to meet the goals of
this treaty, the MDGs must be realized. Lastly, by helping children reach their full poten-
tial, investment in humanity is directly related. This is because the first years of a child are
considered crucial and make the biggest difference in a child’s physical, intellectual and
emotional development. Moreover, investing in children equates to achieving MDGs fast-
er, especially since children make up a large percentage of the world’s poor.

Working for the UN and assisting in the accomplishment of the established MDGs are
several UN organizations, each designated to a particular task. One of those UN organiza-
tions is UNICEF, which is the only intergovernmental agency devoted exclusively to chil-
dren. It is mandated by the world’s governments to promote and protect children’s rights
and their well-being. In addition to other UN agencies and global partners, UNICEF has
taken the MDGs as part of its mandate. Each UNICEF action is proactively works toward



a MDG — from working with local policymakers toward health care and education reform
to delivering vaccines.

2.2.3 A Focus on LSPs

Langley, Coyle, Gibson, Novack, & Bardi (2008) define logistics service providers (LSPs) as
a provider of logistics services that performs the logistics functions on behalf of their cli-
ents. Those functions typically include warehousing, inventory management, and
transportation.

Lieb, Millen, & Wassenhove (1993) define them as “he use of external companies to perform
logistics functions that have traditionally been performed within an organization. The functions performed
can encompass the entire logistics process or selected activities within that process’. From a strategic
point-of-view, Bagchi & Virum (1996) have developed the following definition:

“A logistics alliance indicates a close and long-term relationship between a customer and a provider
encompassing the delivery of a wide array of logistics needs. In a logistics alliance, the parties ideally
consider each other as partners. They collaborate in understanding and defining the customer’s
logistics needs. Both partners participate in designing — and developing logistics solutions and
measuring performance. The goal of the relationship is to develop a win-win relationship”.

Other literature indicates that LSPs are enablers, or used as “tools”, in achieving supply
chain integration (Fabbe-Costes, Jahre, & Roussat, 2008). Bolumole (2003) suggests that
the role of a logistics service provider is subject to its observable activity and behavior. It is
largely dictated by the external constraints of the underlying structure of the client-LSP re-
lationship in addition to other client requirements. Organizations generally have defined
and distinctive roles. Skjoett-Larsen (1999) concludes in his research that the role of LSPs
is not merely a means to cost efficiency, but also as a strategic tool for creating competitive
advantage through increased service and flexibility.

As such LSPs have become increasingly influential in the context of supply chains, which is
reflected in the trend to outsource logistic activities (Panayides & So, 2005). Panayides &
So (2005) suggest that those logistics functions undertaken will influence effectiveness and
performance in the supply chain. In order to improve the supply chain process, a close
understanding and collaboration is required with their clients in order to understand their
business. Through their conceptual model and six research hypotheses tested, studies show
a positive influence on key organisational capabilities (e.g. organisational learning and
innovation), thus promoting an improvement in supply chain effectiveness and
performance when a closer relationship between LSPs and their clients is formed.
Ultimately, the competitiveness of LSPs creates value for their clients through cooperation.

2.3 Humanitarian Logistics

Humanitarian logistics can be defined as “an umbrella term for a mix array of operations”
(Kovacs & Spens, 2007, p. 99). Logistics refers to getting the rights goods to the right place
delivered to the right people at the right time (Ballou, 2007). Several authors have advocat-
ed that in the case of disaster relief operations, more than 80% of the actions humanitarian
organizations take are related to logistics (Trunick, 2005). Therefore, humanitarian organi-
zations are now aiming for a ‘Slck, efficient and effective way of managing their operations” (Van
Wassenhove, 20006, p. 475). This is often commonly referred to as creating a need for effec-
tive and efficient supply chain management (Beamon & Kotleba, 20006).



An efficient supply chain encompasses the five B’s: boxes, bytes, bucks, bodies and brains
(Tomasini & Van Wassenhove, Humanitarian Logistics, 2009b). These five elements repre-
sent the different flows of a supply chain. Boxes make reference to the flow of products
and goods, whereas bytes represent information flows. Bucks represent the financial flows
that occur all along managing a supply chain, and bodies are portrayed throughout all the
manpower that is deployed within the different processes. Finally, brains refer to the flows
of abilities and skills people have, so as to be able to adapt to any supply chain in any situa-
tion.
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Figure 3 The Supply Chain Flows Source: Tomasini and Van Wassenhove 2009

Quite a long time ago, the private sector realized how critical a supply chain could be to its
success. However, it is often advocated humanitarian relief organizations lag well behind
that point. Managers are now realizing little by little the importance a supply chain can rep-
resent to the completion of their mission. Moreover, the logistics function has been per-
ceived for ages as being a back-office function that was not given proper attention, while
logistics skills remained underdeveloped. Additionally, authors advocate that given that lo-
gistics represents an expensive part of any relief operation, this function highly influences
the failure or success of the operation itself (Pettit & Beresford, 2009).

2.4 Humanitarian Logistics vs. Commercial Logistics

A sharp difference exists between the way the logistics is perceived between the business
sector and the humanitarians. On the one hand, the business sector sees the function as a
planning framework for the management of material, service, information and capital flows
that includes complex information, communication and control systems (Van Wassenhove,
20006; Langley et al., 2008). On the other hand, humanitarians seem to lack a clear definition
of what logistics entails. The Fritz Institute highlighted this fact in the beginning of the
XXI century when the question was raised amongst humanitarians (Van Wassenhove,
20006). A common definition given by humanitarians presents logistics as ‘%he processes and
systems involved in mobilizing people, resonrces, skills and knowledge to help people affected by disasters”
(Van Wassenhove, 20006, pg. 476). Consequently, we see here that the perception of the lo-
gistics function differs between humanitarian organizations and its for-profit partners.

The private sector takes advantage of the competitive market in which it evolves, where
performance is mainly rewarded throughout internal incentives and increases in revenues



and profits (Murphy & Jensen, 1998). However, humanitarians evolve in a “market” where
there exists no “real” competition, since the main objective is to save lives. Additionally,
the environment that surrounds the two markets is clearly distinct. In the humanitarian
context, organizations have to deal with constant pressure, a volatile climate, complicated
operating conditions, many stakeholders and high staff turnover (Van Wassenhove, 2000).
In relation to high staff turnover, an example that perfectly illustrates this situation is the
fact that each year, about one in three field staff quits because of burnout (Gustavsson,
2003).

Capabilities between the two worlds are completely different. Whereas the humanitarian
sector often works “under high levels of uncertainty in terms of demand, supplies and assessment” (Van
Wassenhove, 2006, p. 477), the private sector can gain advantage using previous sales
and/or forecasts to develop and implement an efficient supply chain. This is where the
challenge resides for humanitarian organizations: it is uncertain when, where, and how a
disaster will occur, as well as the number of people it will affect. Although this situation
seems uneasy to handle, humanitarians have actually developed specific skills that allow
them to overcome most challenges disaster relief operations impose on them.

Tomasini and Van Wassenhove (2009) define the special capabilities of humanitarian logis-
tics as being the three A’s: agility, adaptability and alignment. Agility refers to the ability to
respond quickly to short-term changes. Adaptability refers to the ability to adjust the supply
chain design to cope with the conditions the environment imposes. Lastly, alignment refers
to the ability to exchange quickly and efficiently between all actors that compose the relief
operation, which is quite often perceived as being the most difficult part to handle. This
fact highlights the differences in terms of goals and objectives that exist, which unevenly
pressure the different actors. Even though differences exist between private sector and
humanitarian professionals, the two parts can still learn a lot from each other (Charles,
Lauras, & Van Wassenhove, 2010).

2.5 Disaster Relief Operations

2.5.1 Disasters, Types and Consequences

Humanitarian logistics can be applied to two distinct cases: disaster relief operations and
continuous aid operations (Kovacs & Spens, 2007). The main difference resides in the fact
that continuous aid operations evolve in quite a stable environment, where planning is pos-
sible. However, disaster relief operations consist of man-made disasters and/or natural dis-
asters that occur in an unstable environment.

Van Wassenhove (2000, pg. 476) defines “disaster” as “a disruption that physically affects a system
as a whole and threatens its priorities and goals”. He also distinguishes four classifications of dis-
aster as natural, sudden onsets (e.g. hurricanes, tornadoes, earthquakes), human-made, sud-
den onsets (e.g. terrorist attacks, coups d’état, industrial accidents), natural, slow onsets (e.g.
famines, droughts, poverty), and human-made, slow onsets (e.g. political and refugee cri-
ses). Kovacs & Spens (2007) notate that a distinction can be determined between man-
made disasters and natural disasters within disaster relief. Disaster relief is often associated
to sudden catastrophes such as natural disasters whereas man-made disasters are catego-

rized as continuous aid work, which is spread out over a course of time (Kovacs & Spens,
2007).

Nikbakhsh & Farahani (2011) suggest that disasters, whether natural or human-made, have
various consequences, including loss of human lives, destruction of infrastructures, and
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ruptured socioeconomic conditions. In other words, any event that endangers or devastates
human life, properties, and the environment can be considered a disaster as it can create

extensive pain and discomfort for human beings and disrupt a society’s normal day-to-day
activities (Nikbakhsh & Farahani, 2011).

Long & Wood (1995) define “relief” as being a “foreign intervention into a society with the intention
of helping local citizens”. Therefore, the core focus of disaster relief operations is to “design the
transportation of first aid material, food, equipment, and rescue personnel from supply points to a large
number of destination nodes geographically scattered over the disaster region and the evacuation and transfer
of people affected by the disaster to the health care centers safely and very rapidly” (Barbarosoglu,
Ozdamar, & Cevik, 2002, p. 118).

The main goal of disaster relief organizations is to alleviate peoples’ suffering disasters cre-
ate (Maon, Lindgreen, & Vanhame, 2009). Consequently, since natural disasters are often
unpredictable, the demand for goods is unpredictable (Cassidy, 2003; Murray, 2005) there-
fore, making it difficult to plan or prepare goods and the transport of those goods in a
timely, efficient manner.

2.5.2 Phases of Disaster Relief Operations

Lee & Zbinden (2003) discuss three phases of disaster relief operations as being: prepared-
ness, during operations, and post-operations.

Immediate

Preparation Reconstruction

response

Figure 4 Phases of Disaster Relief Operations Source: Kovacs and Spens 2007

With each phase, there are different operations, in which Kovacs & Spens (2007) distin-
guish as the preparation phase, the immediate response phase, and the reconstruction
phase. In order to prepare for emergency projects, strategic planning is necessary through-
out the first two phases whereas actual project planning is required when disaster strikes

(Long D. , 1997).

Nikbakhsh & Farahani (2011) suggest an additional phase prior to the first phase of prepa-
ration as indicated by Kovacs & Spens (2007), which is called mitigation.
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Figure 5 The Four Main Phases of a Disaster Management System Source: Nikbakhsh and Farahani 2011
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This initial phase tries to prevent hazards from turning into disasters or to reduce their de-
structive effects. It differs from the other three phases in that it requires long-term plan-
ning and investment, thus making it the most important and effective phase against disaster
effects. Measures in this phase are categorized as structural and nonstructural. For example,
structural measures technological advancement e.g. flood levees, strengthening existing
buildings, and strengthening crucial links bridges in transportation networks in order to
mitigate the disaster effects. Nonstructural measures include legislation, land-use planning,
and insurance.

Throughout each of the phases of disaster relief operations, different resources and skills
are required (Kovacs & Spens, 2007). Since natural disasters are often unpredictable and
difficult to prevent, preparation becomes uncertain for all actors involved in humanitarian
aid. However, areas that are more prone to natural disasters such as earthquakes, volca-
noes, and hurricanes can actively prepare for these possible risks based on previous experi-
ences (Kovacs & Spens, 2007). Consequently, Murray (2005) indicates that preparation and
training are often neglected since donors typically prefer that their money go directly to
help victims and not to finance back-office operations. As a result, disaster relief logistics is
often overlooked in emergency preparedness plans (Chaikin, 2003).

Transportation is a major component of disaster relief operations (Balcik et al., 2010). The
existence of transport infrastructure e.g. roads and airports and the availability of vehicles
and fuel are just a few challenges that humanitarian organizations face when disaster
strikes. Kovacs & Spens (2007) emphasize the need for logistical support before disaster
strikes, particularly in prevention and evacuation-related measures, as well as in instant
medical and food relief procedures once a disaster strikes. Relative to the above statement,
Nikbakhsh & Farahani (2011) add that the preplanning of the logistics of relief operations,
establishing communication plans, defining the responsibilities of each participating relief
organization, coordinating operations, and training relief personnel are of equal importance
and a necessity to be taken into consideration in the preparation phase.

In the immediate response phase, Nikbakhsh & Farahani (2011) describe it as requiring the
immediate dispatching of the necessary personnel, equipment, and items to the disaster
area. This generally consists of a combination of medical units, police or military forces,
firefighters, and search units with the necessary vehicles and equipment, depending on its
intensity and extent. The following step involves backup human resources and equipments
for the aforementioned groups as well as necessary supplies, voluntary forces, and other
actofrs.

According to Nikbakhsh & Farahani (2011), the preparation of an effective response plan
for coordinating relief forces and operations is critical to success. Unfortunately, Long and
Wood (1995) indicate that humanitarian organizations assume the needs of disaster victims
based on very limited information in the immediate response phase. These assumptions in-
clude the type and quality of supplies needed, the times and locations of demand, and the
nature of the potential distribution of these supplies to any point of demand (Long and
Wood, 1995). Coordinating supply, the uncertainty of demand, transporting necessary and
vital items to disaster victims are the main problem areas within the immediate response
phase (Long, 1997; Long and Wood, 1995).

The reconstruction/recovery phase is described as “Vestoring the areas affected by disasters to their
previous state” (Nikbakhsh & Farahani, 2011, p. 299). It is mainly concerned with secondary
needs of people such as restoring and rebuilding houses and city facilities, but other activi-
ties include providing disaster debris cleanup, financial assistance to individuals and gov-
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ernments, sustained mass care for displaced people and animals as well as rebuilding roads,
bridges, and key facilities. Kovacs and Spens (2007) indicate that funding is often allocated
and focused solely on the short-term of this phase. Thus, the long-term phase of recon-

struction is overlooked such as enhancing infrastructures and conditions of the affected ar-
eas (Nikbakhsh & Farahani, 2011).

2.6 Logistics & Disaster Relief Operations

Through research conducted by the Fritz Institute, Thomas (2003) suggests three main rea-
sons explaining the importance of logistics specific to disaster relief operations. First, it
links the preparation phase to the immediate response phase of disaster relief operations by
way of effective procurement procedures, supplier relationships, prepositioned stock and
knowledge of local transport conditions. Kovacs & Spens (2007) indicate that humanitarian
organizations often form relationships with their suppliers and have long-term purchasing
agreements because of commonly needed items amongst natural disasters. Second, the abil-
ity of logisticians to procure, transport and receive supplies at the site demanding humani-
tarian relief depends mostly on the speed of response which involve health, food, shelter,
water and sanitation interventions. Third, the data received after every stage of previous re-
lief efforts is documented by the logistics department and therefore play a crucial role in
post-event learning. The success or failure of a disaster relief operation heavily depends on
the accuracy of an information system (Long, 1997). Therefore, information technology is
crucial to humanitarian efforts. Whereas it is known that I'T does play a major role when it
comes to improving supply chain efficiency, and at the same time reduce costs, we begin to
see here all the benefits for-profit organizations can actually provide to humanitarian or-
ganizations.

The challenge lies within coordination of all humanitarian aid actors as each have their own
roles and structure. The inability to effectively coordinate these actors leads to confusion
in disaster relief operations. Thus, collaborative platforms and coordination software are
being developed in order to eliminate this confusion/challenge and ultimately, succeed in
disaster relief operations. Accordingly, logistic service providers such as DHL and TNT
have entered the humanitarian aid arena of disaster relief operations through partnerships
with the UN (Kovacs & Spens, 2007).

2.7 Collaboration & Coordination

Russell (2005) states that humanitarian relief organizations frequently use the terms collab-
oration and coordination interchangeably. The terms can be differentiated and distin-
guished more specifically based on the strength of the relationship among actors involved.
Balcik et al. (2010) suggest that the term “coordination” is more often associated within the
relief community, which is defined as the relationship and interaction among different ac-
tors operating with the relief environment. To coordinate suggests resource and infor-
mation sharing, centralized decision making, conducting joint projects, regional division of
tasks, or a cluster-based system in which each cluster represents a different sector area (e.g.
food, water, sanitation, and information technology).

There are two types of coordination: vertical and horizontal coordination. Vertical coordi-
nation refers to “the extent to which an organization coordinates with upstream and downstream activi-
ties” (Balcik et al., 2010, pg. 23). An example would be by Balcik et al. (2010) is a traditional
coordinating with a logistic service provider. In direct comparison, horizontal coordination
is defined as, “?he extent to which an organization coordinates with other organizations at the same level
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within the chain”, such as one humanitarian relief organization coordinating or collaborating
with another humanitarian relief organization.

Tomasini & Van Wassenhove (2009a) state that coordination is not meant to be another
layer of bureaucracy in the humanitarian system, rather it is meant to enable interaction and
exchange of information. For example, the United Nations Joint Logistics Center (UNJLC)
was responsible for the logistics coordination and not actual management of logistics assets
(e.g. warehouses, trucks or aircrafts) during the Afghanistan crisis in late September 2001.
The logistics assets were the responsibility of each individual humanitarian relief organiza-
tion. The UNJLC established a neutral forum where discussion of logistic issues, task re-
sources, and to set priorities were made. The goal of the UNJLC was to help humanitarian
relief organizations reduce cost and volume as well as maximize the use of limited re-
sources. In the end, coordinating “#he capacity to achieve synergies and efficiency” (Tomasini &
Van Wassenhove, Humanitarian Logistics, 2009b, p. 66) were unlimited. Humanitarian pri-
orities were taken into account as well as interference with the humanitarian relief organiza-
tions well-established chartering agreements were avoided. As a result, “Zhe general consensus
was that the humanitarian community obtained significant benefits by coordinating” (Tomasini & Van
Wassenhove, Humanitarian Logistics, 2009b, p. 66) such as consolidation of purchasing
power in obtaining better deals with their service providers, maximizing the use of space in
aircraft, keeping their inventory low, improving their planning and forecasting throughout
the supply chain, minimizing competition for resources among partners, and increasing
their service level to beneficiaries in need.

Characteristics impacting the planning and coordination aspect of relief operations are the
number of diversity of actors, donor expectations and funding structure, competition for
funding and the effects of the media, unpredictability, resource scatcity/oversupply, and
cost of coordination (Balcik et al., 2010).

2.8 Form a Relationship: The Partnership Model

Using partnership within a supply chain seeks to find and maintain a certain competitive
advantage (Mentzer, Soonhong, & Zacharia, 2000). Within the humanitarian sector, coop-
eration between the different actors is of extreme importance to the effectiveness of the
disaster relief operations (Stephenson, 2005).

This research uses a relationship model suggested by Lambert & Knemeyer (2004). It is
composed of four distinct parts: drivers, facilitators, components and outcomes. The com-
bination between drivers and facilitators triggers the decision to create or adjust a relation-
ship. The terms relationship and partnership are here used interchangeably.

Drivers refer to the different reasons that encourage two parties to form a partnership. Fa-
cilitators refer to the supportive environmental factors that enhance a partnerships growth.
Components refer to the different processes and activities that are concerned. They build
and sustain the relationship. Lastly, outcomes are the results from the formed relationship.
Ideally, expectations are met (Lambert & Knemeyer, 2004).
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Figure 6 The Partnership Model Source: Lambert and Knemeyer 2004

Lambert & Knemeyer suggest (2004) that four facilitators are responsible for enhancing a
partnership: compatibility of corporate cultures, compatibility of management philosophy
and techniques, a strong sense of mutuality, and symmetry between the two parties. Addi-
tionally, Larson & McLachlin (2011) suggest that a fifth element is vital: complementarity
of capabilities. In this study, the researchers have decided to use only three facilitators that
are considered as essential for the creation of the conceptual framework: compatibility of
corporate culture, compatibility of management philosophy, and complementarity of capa-
bilities. Strong sense of mutuality and symmetry between the two parties were perceived as
they would overlap with the other facilitators stated.

Compatibility of corporate culture and management philosophy do not refer to sameness,
but rather to what differences can be identified and actually create problems between the
two parties involved in the partnership. Corporate culture, which can be written as a mis-
sion statement or simply spoken, is defined the ways a company's owners and employees
think, feel and act (Entrepreneur, 2013). Management philosophy and techniques refer to a
set of beliefs that are used by an individual, or an organization, in a management position
to guide the decision making process (Business Dictionary, 2013). Complementarity of ca-
pabilities can be described as the way two parties involved in a relationship complement
each other. This proposal can be illustrated throughout the fact that most humanitarian re-
lief organizations have to contract logistics service providers in order to acquire logistics
services they cannot provide themselves. This is where complementarity comes into play:
one part provides a service that the other cannot handle alone.

Although it is reckoned that forming a relationship often leads to accessing knowledge and
gaining advantages, some barriers can at the same time hinder the feasibility of a partner-
ship (Maloni & Benton, 1997). Taking this element into consideration, the researchers have
decided to add such an important element to the current partnership model. Therefore, a
part called Constraints representing the barriers to forming a partnership has been added.

Within the humanitarian context, three constraints are pointed out: the sudden and massive
workload following a crisis, the need for trust among the actors, and the political interests
of the different actors (Seybolt, 2009). The sudden and massive workload following a crisis
refers to the massive work that humanitarian actors have to undertake when a disaster
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strikes (Banatvala, Roger, Denny, & Howarth, 1996). The need for trust among the actors
refers to the need in terms of trust that is needed to increase the effectiveness of disaster
relief operations (Stephenson, 2005). Political interests refer to the crucial role that those
interests play in humanitarian crises (Olsen, Carstenesen, & Hoyen, 2003).

The driver section refers to the element(s) that motivate two parties to engage in forming a
relationship. For instance, in the case of humanitarian relief organizations, one clear driver
is to aid people in their survival (Kovacs & Spens, 2007). However, drivers from commer-
cial parties remain partly unknown at this stage.

The components part will be replaced by different elements that are known to be responsi-
ble for enhancing the effectiveness of relationships between humanitarian relief organiza-
tions (McLachlin & Larson, 2011). Those elements are described in the next section of the
thesis.

2.9 Form a Relationship: Effective Relationships

As a basis for gathering primary data, a model suggested by Larson and McLachlin (2011)
is used. It is composed of 11 distinct components, which delimit the extent to which rela-
tionships can be built in terms of effectiveness within humanitarian supply chains.

The 11 components are presented in the spreadsheet as follows:

Property ‘ Dimensional Range
E01 | Time to build Little ime | cooeiiiiiii Much time
E02 | Contact intensity Few contacts | ....ooiiiiiiiiiiiiiins Many contacts
E03 | Contact familiarity Familiar | ... Unfamiliar
E04 | Degree of formality Informal | ... Formal
E05 | When to build Pre-disaster | ... Post-disaster
E06 | Groups joined/formed | None | ...l Many
E07 | Degree of simplicity Simple | . Complex
EO08 | Adherence to principles | Compromising | ............cccoeiiininnn. Uncompromising
E09 | Symmetry of players Equalsize | ... Unequal size
E10 | Compatibility Incompatible | ... Highly compatible
E11 | Complementarity Low | o High

Time to build refers to the time the two parts involved in the relationship are willing to al-
locate to forming the relationship. Contact intensity refers to contact frequency between
the two parts. Contact familiarity refers to if the two parts know each other due to past re-
lationships. Degree of formality refers to the level of formality between the two parts.
When to build refers to when the relationship is built, meaning pre-disaster or post-
disaster. Groups joined/formed refers to if one part or the two are more willing to join an
already formed/existing groups. Degree of simplicity tefers to the level of complexity of
the relationship. Adherencejto principles refers to-th¢ willinghess-of encor the two parts to
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transgress some of their principles. Symmetry of the players refers to the size of the two
players forming the relationship. Compatibility refers to the level of compatibility, meaning
their ability of working together without user intervention or modification. Finally, com-
plementarity refers to the ability of the two actors to work together using their core compe-
tences so as to complement each other.

Larson and McLachlin (2011) advocate that relationships between humanitarian relief or-
ganizations are more effective when:

Property

Motre effective when

E01 | Time to build More time is spent on it.

E02 | Contact intensity The focus is on a reasonable number of contacts.

E03 | Contact familiarity The initial contact is on familiar contacts.

E04 | Degree of formality The process is relatively formal.

E05 | When to build It occurs before a disaster happens.

E06 | Groups joined/formed | It is supported by forming or joining a larger number of
groups.

E07 | Degree of simplicity The process is kept simple.

EO08 | Adherence to principles | Organizations avoid compromising their humanitarian prin-
ciples.

E09 | Symmetry of players The players are of relatively equal size.

E10 | Compatibility The organizations are highly compatible.

E11 | Complementarity The capabilities of the players are highly complementary.

2.10 Synthesis — Research Model/Conceptual Framework

By definition, a conceptual framework is an assumption derived from a literature review
(Sandwell, 2011). The conceptual framework is tested in this study.

The partnership model now incorporates a new section next to Drivers and Facilitators
called Constraints. The Components section is replaced by the 11 components Larson and
McLachlin (2011) presented as being responsible for enhancing relationships effectiveness.
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* Compatibility of corporate * The sudden and massive
q cultures workload following a crisis
il »  Compatibility of management * The need for trust among the
philosophy and techniques actors
* Complementarity of * The political interests of the
capabilities different actors

Figure 7 Conceptual Framework on Building Effective Relationships During Disaster Relief Operations
Source: Balland and Sobhi 2013

2.11 Research Questions

The focus of this research is to firstly explore the different drivers and expected outcomes
that motivate UNICEF to work together with LSPs when disasters occur.

RQ1: What are the potential drivers and expected outcomes to forming an effective
relationship between UNICEF and its LSPs during disaster relief operations?

Different facilitators enhance and encourage UNICEF to contract services provided by
LSPs when disasters strike.

RQ2: What are the potential facilitators to forming an effective relationship between
UNICEEF and its LSPs during disaster relief operations?

Nevertheless, some constraints can actually prevent UNICEF and LSPs to work together
when disasters affect people.

RQ3: What are the potential constraints to forming an effective relationship be-
tween UNICEF and its LSPs during disaster relief operations?

Lastly, the 11 components Larson and MacLachlin (2011) present have distinct impacts on
the effectiveness of the relationship between UNICEF and its LSPs.

RQ4: Why and to what extent do the 11 components presented by Larson and
McLachlin (2011) match in creating an effective relationship between UNICEF and
its LSPs during disaster relief operations?
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3 Methodology

In this chapter, the reader will be provided with the methodological choices the authors made, their impact on
the research, and how they were applied. First, the research design will be discussed, then the research strate-
gy presented, shortly followed by the development of the research questions, data collection, analysis process,
evalnation of the research, and research ethics.

3.1 Research Design

According to Saunders, Lewis, & Thornhill (2012), there are two types of research design
to choose from when formulating the appropriate approach that is most relevant and suit-
able to the researchers purpose and research questions: quantitative and qualitative. One
way of differentiating quantitative research from qualitative research is “%o distinguish between
numeric data (numbers) and non-numeric data (words, images, video clips and other similar material)”
(Saunders et al., 2012, pg. 161). To be more specific, quantitative data collection techniques
and data analysis procedures generate numerical data whereas qualitative data and analysis
processes generate non-numerical data.

Saunders et al. (2012) suggest other distinctions between the two research designs. For ex-
ample, quantitative research examines relationships between variables, which are measured
numerically and analyzed using a range of statistical techniques. This approach integrates
control factors in order to ensure the validity of data, usually in an experimental design.
On the other hand, qualitative research studies participants’ meanings and the relationship
between the using a variety of data collection techniques and analytical procedures, which
develops into a conceptual framework. The qualitative approach accommodates a research
process that is both naturalistic and interactive through the use of non-standardized data
collection.

The purpose and research questions were taken into consideration in the methodology se-
lection process as it is interrelated. The researchers seek to understand the relationship be-
tween a UN Agency and its LSP from a broad perspective or in other words, to get the big
picture. Therefore, a qualitative approach is the most appropriate as it aims to offer an in-
depth understanding of a phenomenon being studied (Saunders et al., 2012) such as the
flooding disaster that occurred in Mozambique in January 2013. Whereas with quantitative
research, which is associated with generating numerical data, this approach limits the over-
all in-depth understanding of the relationship, especially since data is collected in a standard
and highly-structured manner (Saunders et al., 2012), thus not allowing the flexibility to
probe new and existing findings.

In recognition to the nature of our research design, studies are often divided into three
groups: exploratory, descriptive, and explanatory (Saunders et al.,, 2012). These principles
are defined as follows:

* Exploratory — “a valuable means to ask open questions to discover what is happening and gain
insights about a topic of interest” (Saunders et al., 2012, p. 171). It is especially useful if
one seeks clarity to the understanding of a problem.

*  Desctiptive — “to gain an accurate profile of events, persons or situations” (Saunder et al.,

2012, p. 171).

* Explanatory — ‘% study a situation or problem in order to explain the cansal relationships be-

tween variables” (Saunders et al., 2012, p. 172)
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As our study seeks to explore the elements of successful coordination/collaboration be-
tween UN Agency and LSP, the exploratory approach will be utilized. Since there is not
much context relating to our topic, an exploratory approach will allow the researchers to
gain in-depth insights into the relationship. Therefore, an exploratory approach best suits
the fulfillment of our purpose.

In addition to fulfilling our purpose and research questions, it is important to note that our
research will be conducted as cross-sectional and not longitudinal. We have focused on a
flooding disaster in Mozambique that occurred in January 2013 in a real-life context. Since
our study is of a particular phenomenon at a particular time, a cross-sectional approach is
the most appropriate whereas, the longitudinal approach is to study change and develop-
ment over a long period of time (Saunders et al., 2012).

3.2 Research Strategy

Saunders et al. (2012) describes a research strategy as a “plan of how a researcher will go about
answering her or his research question” (pg. 173). Depending on the choice of research design,
the type of research strategy is principally linked. As there are numerous types of research
strategies to consider, a case study strategy is the most appropriate as it “explores a research
topic or phenomenon within its context or within a number of real-life contexts” (Saunders et al, 2012,
pg. 179). It is relevant to the researchers’ purpose in that we wished to gain a rich under-
standing of the real-life context and the processes being enacted (Eisenhardt & Graebner,
2007). In other words, the researchers aimed to fully understand the circumstances sur-
rounding the coordination/collaboration efforts between UNICEF and its LSP when dis-
aster strikes. Additionally, the case study strategy is most suitable in yielding answers to the
question “why?” as well as the “what?” and “how?” questions, which is the type of ques-
tions we used in order to answer our research questions.

A case study strategy can incorporate multiple cases, especially if the focus of the research
is to determine if findings can be replicated across all cases (Saunders et al, 2012), however
a single case study represents a critical or unique case. Our case study is unique in that the
events surrounding our study occurred at exactly the point in time we began our research
focus, therefore our data is not only current, but it is parallel with live data. Additionally, it
is a critical case in that it incorporates the well-being of humanity, specifically children.
Therefore, we saw the recent flooding disaster operation in Mozambique as “an gpportunity
to observe and analyze a phenomenon few have considered before” (Saunders et al, 2012, pg. 179),
meaning we explored the relationship between a UN Agency, specifically UNICEF, and its
LSP during a natural disaster occurrence. .

3.3 Data Collection

Our data collection is twofold. First, through a comprehensive frame of reference, we
have derived a conceptual framework that states the different elements that compose an ef-
fective partnership/relationship. Second, data for the primary research was collected
through semi-structured interviews, which was facilitated by the first method. Each inter-
view was tape-recorded and transcribed.
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3.3.1 Conceptual framework

As a conceptual framework in research consists of possible courses of action or to present
a preferred approach to an idea, the researchers utilized the relationship model used by
Lambert & Knemeyer (2004) as a basis and adapted it using additional literature in order to
accommodate a broader perspective. This enabled the researchers to thus, explore the cate-
gories having an impact on the effectiveness of the relationship between UNICEF and its
LSPs. These categories, namely drivers/outcomes, facilitators, constraints, and components
for an effective relationship during disaster, and therefore imbedded into the focus of our
research questions. From these categories, elements are presented and incorporated into
our interview questions.

3.3.2 Semi-Structured Interviews

According to Saunders et al. (2012), there are three categories of interviews: structured,
semi-structured, and unstructured. Structured interviews are often standardized and
commonly used in quantitative studies, whereas unstructured interviews are informal and
non-directive. However, semi-structured interviews are a combination of the two, thus
allowing flexibility, with some direction, and exploration of the subject. Here, the
researchers listed categories derived from the conceptual framework and asked open-ended
questions. Although there were a large number of questions to be answered, the majority of
questions were covered from these categories. Moreover, the order of the questions
remained consistent from interview to interview.

The semi-structured interview is suitable for our research because each answer from the
respondents will vary, thus giving us a an opportunity to “probe” answers and gain
significance and depth into the data we obtained. Additionally, discussion led to areas that
we had not previously considered but which were significant to our research. These areas
are discussed in the analysis part of this paper as well as recommendations for further
study.

Our interviews were conducted through telephone due to access, speed and lower cost. As
most of our respondents are in Mozambique, telephone was the most practical because of
distance and costs.
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3.3.3 Development of Interview Questions

In order to fulfill the purpose, the research questions were developed. The four questions
were the basis for the interview questions.

RQ1: What are the potential drivers and expected outcomes to forming an effective
relationship between UNICEF and its LSPs during disaster relief operations? The
first research question poses the basis of the relationship, namely discover what motivated
the two parties to form a relationship in the first place. During the interviews, the respond-
ents were asked to explain what elements motivated their interventions in Mozambique and
why.

RQ2: What are the potential facilitators to forming an effective relationship between
UNICEF and its LSPs during disaster relief operations? The second research question
was the basis to discover whether or not the elements found in the frame of reference were
correct, and to which extent they were important to the two parties. During the interviews,
the respondents were presented with the different facilitators found in the frame of refer-
ence. They were then asked to explain why and how those facilitators could affect the rela-
tionship.

RQ3: What are the potential constraints to forming an effective relationship be-
tween UNICEF and its LSPs during disaster relief operations? The third research
question was the basis to discover, on the other hand, what were the constraints that could
hinder the forming of a relationship. Those constraints were extracted from the frame of
reference. During the interviews, the respondents were presented with the different con-
straints found in the literature. They were then asked to explain why and how those con-
straints could affect the relationship.

RQ4: Why and to what extent do the 11 components presented by Larson and
McLachlin (2011) match in creating an effective relationship between UNICEF and
its LSPs during disaster relief operations? Lastly, the fourth research question dealt
with the role exerted by the 11 components on the relationship. During the interviews, the
different respondents were asked to comment on each component’s influence on the effec-
tiveness of the relationship.

3.4 Analysis Process

A conceptual framework and existing theory has been established in our thesis. We have
tested the adequacy of the framework as a means to explain our findings from the data col-
lected through the semi-structured interviews. Through this, we have utilized a pattern
matching analysis technique that involves predicting a pattern of outcomes based on theo-

retical propositions to explain what we expect to find from analyzing our data (Saunders et
al., 2012).

Therefore, if the pattern of our data matches that which has been predicted through the
conceptual framework, we will have our answers to our research questions. Additionally,
conclusions are made and a newly derived conceptual framework is created. However, Yin
(2009) suggests that if we reveal one or more outcomes that have not been predicted by
our explanation, we will need to seek an alternative one thus, recommendations for further
research.
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3.5 Evaluation

Evaluation is defined as “Zhe process of judging materials or methods in terms of their accuracy and in-
ternal consistency or by comparing them against external criteria” (Saunders et al., 2012, p. 619). The
researchers have shown this ability by constructing a reliable and valid frame of reference
as well as a conceptual framework that guided our collection of empirical findings, analysis
and conclusion.

3.5.1 Reliability

Lincoln and Guba (1985) suggest that reliability is often interchangeable with words such
as dependable, consistent, and predictable. This means reliability is a key characteristic of
research quality (Saunders et al., 2012) and is usually tested by replication (Lincoln & Guba,
1985). Any careless act in the measurement or assessment process could threaten the relia-
bility of any research through instrumental decay, by length of time or intensity, or by any
ambiguities of various sorts.

In qualitative research, interviewer bias can be considered a concern. In order to refrain
from this concern, we avoided imposing our beliefs through the questions we asked. In or-
der to strengthen our reliability from the semi-structured interviews, each interview ques-
tion was asked in order consistently as well as tape-recorded and transcribed.

Lincoln and Guba (1985) state that reliability is typically demonstrated by replication or
consistency, meaning if two or more repetitions of the same inquiry processes under similar
conditions yield essentially similar result or findings, then the purpose of reliability has been
established. We conducted our interviews with the same interview questions and under the
same setting as a telephone call. Therefore, the empirical findings gathered throughout all
telephone interviews yield similar context that is explored in the analysis section of this pa-
per. As the responses of our respondents vary, this means the findings may not be replicat-
ed; however the consistent nature of the questions can be replicated.

3.5.2 Validity

Whilst reliability is necessary, it is not sufficient by itself to ensure good quality research
(Saunders et al, 2012). Moreover, “reliability is not prized for its own sake but as a precondition for
validity” (Lincoln and Guba, 1985, pg. 292)

According to Lincoln and Guba (1985), validity is defined as being both internal and exter-
nal. Internal validity is the extent to which variations in an outcome variable can be at-
tributed to controlled variation in an independent variable. This is often associated with
quantitative research and can have threats such as history, maturation, testing, and other
factors. Credibility enhances or strengthens internal validity. Having a range of interviewees
from different departments within the UNICEF Mozambique disaster enhances our credi-
bility as we received different perspectives regarding the situation, which enhances our in-
terpretation.

Our respondents were official representatives with the appropriate titles relevant to our re-
search.. In other words, each person interviewed from UNICEF Mozambique work direct-
ly with logistics service providers and the logistics service providers interviewed work di-
rectly with the individuals we interviewed at UNICEF Mozambique. Therefore, their find-
ings are both credible and trustworthy.
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3.5.3 Limitations

Upon conducting the interviews, all of the respondents to a degree informed the research-
ers of the impractical ability of reaching local logistics service providers that were used by
UNICEF before the host government called for action aid. The main constraints that hin-
dered the researchers’ ability to interview local LSPs are distance, language and cultural bar-
riers, regional differences, and lack of technological infrastructure. Therefore, this weakens
the reliability of our research as it only includes the perspective and insight of one LSP
used by UNICEF. However, WFP is the main logistics service provider once the host gov-
ernment calls for action aid and therefore, strengthens the reliability of the research.

3.6 Research Ethics

In this particular case, an existing contact in the field of humanitarian work notified the re-
searchers of the flooding that had occurred in January 2013 in Mozambique. Saunders et
al., (2012) suggest familiarizing oneself with the characteristics of the organizations and
events surrounding the case before making contact. After further investigation amongst the
researchers, it was decided that it was a case that suited our focus of study. As a result, con-
tact was made with the selected respondents at UNICEF Mozambique. Their contact in-
formation was gathered from secondary data published online in a situation report
(UNICEF, 2013b). Initially, emails were sent inviting the respondents to be interviewed for
the purpose of our study. Hesitations occurred, thus a second email was sent along with a
confidentiality agreement form attached. This form indicates that their contact/name in-
formation would remain anonymous throughout our research and that their transcriptions
would not be sent to the other party. Approvals to conduct the interviews were received,
thus trust had been established.

At the start of each interview, our respondents were informed that we would record and
transcribe the interview in which they could review for further approval. After the inter-
views were complete and transcriptions made, each of their own transcriptions were
emailed to each of the respondents, which were later approved with only a few minor ad-
justments, mainly further clarification on certain subjects discussed at the time of the inter-
view. This information was updated within each of the transcriptions, which are available
upon request.

Furthermore, one of our respondents requested to be anonymous and did not want to be
recorded. This request was granted as we were allowed to make notes of the conversation
that are presented in the empirical findings.
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4 Empirical Findings

In this chapter, the authors will present the empirical findings that were collected throughout primary and
secondary data. The primary data was collected using articles as well as online sources. The secondary data
was collected from UNICEF Mozambigue, WEP Mozambigue, with respondents that had distinct posi-
tions within these organizations.

4.1 Case Background

The flooding that affected Mozambique occurred on January 12, 2013 (ReliefWeb, 2013).
The reinstallation of the people in their original residences was basically completed by April
2013. In terms of figures, 150,000 to 200,000 people were displaced (ReliefWeb, 2013).
Most of the affected people were located next to the Zambezi River. The flood itself was
expected since it had rained a lot in Zimbabwe_and Botswana. Therefore, the government
along with the different organizations expected [the Zambez{ River to overflow and a lot of
rain to pour this year.

Floods are very seasonal and common in Mozambique since the country is prone to cy-
clones and floods. Mozambique is known for “rapid onset emergencies” such as floods and
hurricanes between the months of December and April, as explained in the frame of refer-
ence (Van Wassenhove, 2006). Usually, the rain season runs from November/December
until March/April. Additionally, the country seems to be ‘protected” somehow by Madagas-
car since cyclones hit first the island and then continue. Sometimes it even happens that
cyclones just hit Madagascar. Due to flooding occurrences, Mozambique people have
adopted a proactive behavior: as the Zambezi River regularly overflows, schools and crops
for instance are placed in the valley.

4.2 UNICEF

UNICEF serves a big role as its objectives closely correlate with the Millennium Develop-
ment Goals (MDGs) set by the United Nations State 2000. “Of the 48 indicators of pro-
gress towards the Goals, UNICEF is chiefly responsible for progress in 13” (UNICEF,
2013a).

According to UNICEF (2013c), UNICEF’s mission began in 1946 as a relief organization
for children after World War II. UNICEF prioritizes the intrinsic rights of children to a
basic quality of life as stated under the rights of the Convention on the Rights of the Child
treaty. Its work consists of interrelated, strategic areas such as young child survival and de-
velopment, basic education and gender equality, HIV/AIDS and children, child protection,
as well as policy analysis, advocacy and partnerships for children’s rights.

Under young child survival and development area, UNICEF works toward comprehensive
child health care in the earliest years, as according to MDG number 4 — reducing child
mortality, and MDG number 6 — malaria control. It gives financial and technical support to
national and community based education as well as intervention programs on health care
and nutrition. Major areas of priority include immunization, preventing and controlling ma-
laria, controlling and treating diarrheal and respiratory diseases, eliminating guinea worm
and preventing anemia. Their financial support provides vaccines to children in developing
countries and the technical support provides the complicated process of delivering them.
As a result, millions of children are protected from diseases such as measles, polio, diph-
theria and tuberculosis. Additionally, UNICEF is often the first on the ground in declared
emergencies to deliver this support along with other life-saving interventions, such as fresh
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water and basic medical supplies.

UNICEF collaborates with countries, donor governments and other UN agencies to pro-

mote, fund and facilitate universal primary education and gender equality, in support of
MDG 2 and 3 (UNICEF, 2013d).

4.3 WFP

The World Food Program (WEP) was first established in 1961. The program is part of the
UN agencies span and strives to eradicate hunger as well as malnutrition (WEP, 2013).

As a result of the reform that took place in 2005, the cluster system was put in place be-
tween the different humanitarian actors. Hence, and due to WEP’s expertise and extensive
capacity in humanitarian logistics, the organization accepted the role of Lead Agency of the
Logistics Cluster (WEP, 2013).

In Mozambique, the main organization WFP Mozambique serves is UNICEF Mozam-
bique. WFP Mozambique provides common services such as processing orders, helps facil-
itate the receipt of shipment as well as alighing with customs and the government for cus-
toms exemption. The cluster remains activated all-year-round in order to ensure there are
active logistic members prepared for any emergency.

4.4 UNICEF Mozambique - Management Level

The respondent was interviewed on the phone on April 10, 2013 during 51 minutes. The respondent occn-
pies a central position within UNICEF Mozambique at a management level. The respondent has been
working for UNICEF for several years in djfferent countries on the African continent.

4.4.1 Drivers and Outcomes

The involvement of UNICEF in the flooding disaster of January 2013 in Mozambique was
motivated by the mandate of UNICEF. UNICEF has a “#adition” of being involved in
emergencies. Historically, the organization was created after the Second Word War in order
to take care of the children that had been affected by the war. The respondent added that it
was “relatively normal” for UNICEF to get involved in such a disaster. Also, UNICEF had
already been massively involved in the flooding of 2007 in Mozambique.

In regards to the nature of their LSPs, the respondent said that UNICEF does not have
one single LSP in Mozambique. The respondent explained to the researchers the way UN
responses were structured concerning disasters management. The different organizations
within the UN lead different clusters. In the researchers’ case, the logistics cluster is led by
WEP. Therefore, and in theory, the WEP acts as the main LSP for UNICEF. In reality,
media exposure affects significantly the funds WFP receives. In other words, if WEFP re-
ceives funds immediately after the disaster they can act quickly as UNICEF’s LSP. If not,
and during the first hours/days of the emergency, UNICEF has to handle its logistics op-
erations on its own using local logistics providers.

4.4.2 Facilitators

The respondent highlighted that local logistics providers just do the job they are being paid
for. However, the respondent acknowledged that sometimes those same logistics providers
could give priority to transporting supplies from UNICEF. Nevertheless, those kinds of
favors only happen as long as prioritizing UNICEFE supplies [docs not éngender financial
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losses for the local logistics providers. The respondent reckoned that apart from priority
possibilities, transporting UNICEF suppliers is like transporting any other supplies. Never-
theless, the fact that UNICEF helps children seems to ease negotiations.

In regards to the management philosophy, the respondent stressed that it depends a lot on
the individuals. UNICEF has a reputation of being relatively fast, and well-deserved, ac-
cording to the respondent. Therefore, this fact is likely to influence the relationship with
the logistics providers. In other words, LSPs indirectly know that UNICEF puts a lot of
emphasis on the rapidity, the quality of the service, and the capacity to react to changes
quickly.

Concerning the capabilities, the respondent put forward how complementary a LSP could
be to UNICEF. The reason being is that UNICEF does not specialize in logistics. They do
not own any kind of fleet, trucks or warehouses. Therefore, the ability of a LSP goes be-
yond the ones UNICEF possesses in terms of logistics. Additionally, the respondent stated
the fact that decision-making process was rather decentralized, providing a significant ad-
vantage in terms of management to the UNICEF representative.

Lastly, the respondent pointed out the fact that UNICEF could not do anything without
having the consent of the government of the country where they wish to intervene in.

4.4.3 Constraints

The respondent stated that the emergency complexity of the flooding of January 2013 was
not that important this time. Nevertheless, the respondent highlighted that bigger emer-
gencies could trigger some issues that are uneasy to handle, like capacity issues. Also, the
location of the flooding (a three-hour drive North from Maputo on a “normal road”) eased
the process of delivering the suppliers in the affected area. Being closed to Maputo also
helped having access to many LSPs. However, the situation was different for the people
that were located next to the Zambezi River. Many people were affected this time, and the
camps that were receiving the displaced people were difficult to reach. On top of that, in
the area where the displacements took place, there were not so many LSPs that could help
and transport the different supplies. Transporting them from Maputo was not an option
since it was very expensive. Although some items were prepositioned four hours away
from the place of displacement, it was not useful since some capacity issues quickly arose
among the LSPs.

In regards to trust, the respondent reckoned that UNICEL’s reliable and trustworthy repu-
tation played in their favor. However, the existence of a tendency to be slow in terms of
paying invoices from UNICEF was known. This was mainly supported throughout the fact
that many people within the organization need to “ecezve, verify and certify”. Trust had been
established, with the different LSPs, prior to the occurrence of the flooding disaster. How-
ever, and when problems of capacity issues arise, new LSPs that have not been scrutinized
before need to be contracted. This was likely to trigger delays and various problems since
no previous commercial relationships existed. The respondent stated that LSPs were select-
ed based on the different services they offer and their associated prices. It was stated that
UNICEF tends to opt for the best value for money. A preexisting list of potential LSPs is
created before a disaster strikes, and the ones that suit UNICEF’s expectations in terms of
services and prices are contacted when needed.

Political interests were reckoned to exert a major influence on the different UN organiza-
tions, especially in regards to the funds received. However, according to the respondent,
the LSPs coming from the private sector had no political interests since they were relatively
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small. As long as they get paid, having the media around does not affect the way they be-
have towards UNICEF. The respondent stated an example of Sudan and the effects media
had on its work. On the one hand, having the media around meant having different obliga-
tions, such as meeting with various foreign ministers. On the other hand, having no media
around meant that some work “on #he ground” could be done, and requests from the head-
quarters to please various visitors were very little, or none.

4.4.4 Components

Concerning the time dedicated to building the relationship, the respondent stressed the fact
that in most cases relationships between UNICEF and their LSP(s) had already been built.
However, in the case of a complex emergency, obviously additional relationships would
have to be built. In that specific case, time was not at their disposal, engendering potential
problems of trust.

In regards to contact intensity, no additional contacts were needed as long as standards
agreements had been reached prior to the emergency through different contacts. In the
case of an emergency triggering the necessity to contact and contract new LSPs, obviously
there would not have been contacts whatsoever before the disaster stroke.

In terms of contact familiarity, in most cases the different people working for the LSPs are
known, as long as no new LSPs need to be contracted.

Concerning the level of formality, the respondent highlighted that although relationships
were not completely formal, they were not completely informal either. It was put forward
that informal relationships were better. Nevertheless, a certain degree of formality had to
be kept in place since economic interests were coming into play. Moreover, a certain degree
of formality had to be maintained in order to avoid suspicions in terms of corruption.

The respondent clearly stated that it was preferable to build the relationship prior to the
disaster. Failures in doing so occurred when LSPs faced capacity issues because of the un-
predictable size of the emergency. Contracting new LSPs directly adds an additional layer in
terms of complexity.

In regards to joining a group already formed, the respondent highlighted that for UNICEF
it is preferable to use WFP so that all UN agencies can benefit from the services WEP pro-
vides. One objective of the UN is actually to make sure that all its agencies work efficiently
together. Working with each other was actually encouraged in order to reduce transaction
costs for instance. In reality, this meant that each organization had to be willing to modify
and/or adapt its own rules and regulations. This was difficult to achieve since each agency
had its own mission.

In regards to the level of simplicity of the relationship, the respondent indicated that simple
is better. Some emergencies even pushed UNICEF to take shortcuts and make the rules
simpler in order not to complicate things unnecessarily.

In terms of compromising principles, the respondent stated that it could be interpreted
through different perspectives. Some principles cannot be compromised, for instance the
principle of honesty or the principle of opting for the best value for money. However, and
because of the emergency situation, transgressing the rules and/or taking shortcuts can be
accepted. This is possible as long as the person in charge explains why he/she is doing so,
what the benefits are, and that he/she takes a full responsibility over his/her actions.
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In terms of symmetry, the respondent stated that obviously the different players were of
unequal size. For instance, UNICEF cooperated with WEP, but also with LSPs that are rel-
atively small. According to the respondent, no symmetry is actually achieved.

In regards to the size of the players, the respondent indicated that this criterion was not
important, as long as compatibility and complementarity of the players matched. More spe-
cifically, the respondent emphasized that complementarity as well as complementarity were
needed. Taking into consideration the size of the LSPs they contract, and even though they
can sometimes face capacity issues, they know the local language, the local market, and they
can be very helpful to organize the transportation. Personally, the respondent preferred to
rely on local players to distribute their supplies “oz the ground” since they know the local
market, instead of relying on multinational LSPs that are better at providing other kind of
services.

4.5 UNICEF Mozambique - Logistics Level

The respondent was interviewed on the phone on April 10, 2013 for 53 minutes. The respondent holds cen-
tral position at UNICEF Mozambique within the logistics department.

4.5.1 Drivers and Outcomes

The respondent pointed out UNICEF tries not to get involved. One of UNICEF’s objec-
tives is to assist governments in setting up a response mechanism and make sure that the
different supplies are available, people are trained, and response plans are ready. In this
year’s flooding, this explains why UNICEF waited a bit before intervening. Additionally,
UNICEF cannot get involved on its own. Therefore, this year the request came from the
government. In other words, UNICEF tries to build the capacity and give the government
the means to respond.

In regards to their LSPs, the respondent mentioned that UNICEF Mozambique did not
have one specific LSP. As a matter of fact, WFP was the entity responsible for their logis-
tics. Moreover, the respondent mentioned that it was actually easier for UNICEF to just
piggyback onto something that is already functioning. In a way, their main LSP is actually
WEP. Then, different local companies act as their LSPs. In the case of the flooding of Jan-
uary 2013, several LSPs were actually used. Depending on the context and the situation,
UNICEF tries to contract and utilize the different services. For instance, in the case of a
half-loaded truck, UNICEF would rather cooperate with WEP to send a truck fully loaded
instead of contracting a local logistics provider that would send a truck half-loaded. In
terms of chronology, during the eatly stages of the emergency private LSPs are used first.
Then, once the cluster is ready to be used, UNICEF switches to WEP.

4.5.2 Facilitators

According to the respondent, the corporate culture can influence the relationship. Howev-
er, this was connected with the UNICEI’s mandate. Since UNICEF is present and inter-
vene within many countries, their mandate in known by many people. In addition, the re-
spondent stressed that the way they behave has also a lot to do with what they actually do
within a certain country. UNICEF works not only on disaster response, but also in disaster
reduction and disaster prevention. The respondent stated that “zhe better prepared you are, the
better you can hope to respond”.

In regards to the influence of management philosophy, the respondent highlighted the im-
portance of working together, since the different organizations are responsible for accom-
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plishing different tasks. Although the different organizations try to coordinate as much as
they are capable of, reality then comes into play. The different mandates that the different
organizations have influence the outcome(s). The respondent reckoned that sometimes
some shortcuts needed to be taken in order to respond faster. However, the respondent
felt that those decisions did not affect whatsoever the relationship. The respondent also
stated that by “working together you can do better than on your own”. Additionally, the stress and
demand level for services from WEP will greatly affect the outcome. Contacting directly
certain people within the organization can affect the priority level of a response. The re-
spondent highlighted the importance of personal relationships. For instance, using LSPs in
nonemergency times can benefit the whole process once a disaster strikes, since a relation-
ship already exists. Most relationships are actually built, ideally, prior to a disaster. Services
such as transporting, but also warehousing, are the main activities UNICEF contracts.

The respondent reckoned that UNICEF did not have the capacity and the need to run its
own fleet of trucks. Therefore, complementarity of their LSPs and WEFP became crucial. It
is better for UNICEF to outsource all the different services of transportation and/or
warehousing to competent organizations and/or private companies. Moteovet, another at-
gument that was put forward to justify this outsourcing was the financial aspect: logistics
services are needed during some specific times. They are not needed all the time. There-
fore, it would not make sense for UNICEF to have to manage its own logistics services.
However, advantages of owning those services are also reckoned: a total control over them
can be exerted, whereas outsourcing is often associated with losing control.

4.5.3 Constraints

The main problem the sudden and massive workload created was related to supply and
demand. If the demand was high and the supply low, then previous agreements did not
come into play anymore and the different private companies providing logistics services
tended to prioritize the ones that pay the more. This was also another problem agencies
could encounter: they tended to increase prices by competing against each other since each
of them wanted to provide their aid assistance. And this was where coordination became
crucial. The cluster approach helped with this situation since using WEP is prioritized.
Agencies are unified, and attempts to play against each other are reduced. In a certain way,
the market becomes more controlled.

Talking about trust and its effects on the relationship, the respondent connected trust with
information. Information had to be accurate and reliable. This was actually crucial in order
to solve any problem that may have arisen. In other words, a problem could not be solved
if information was incorrect.

In regards to the political interests, the mandates of the agencies played important roles.
Within the UN organizations, the different mandates are known. The respondent high-
lighted that the cluster approach was probably the best approach to tackle the different
problems of political interests. It helped avoid having agencies that go on their own. How-
ever, the respondent reckoned that agencies also want to be seen, and therefore those
problems of political interests may arise. Such a situation could harm the willingness to
work together. The commercial side is known for providing their services as long as they
get paid. Therefore, problems are more likely to arise between agencies. Political interests
are not likely to arise with the local LSPs since they are local, relatively small, and conse-
quently have no need to have their name on TV.
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4.54 Components

Time was presented as being both important and essential. The reason behind this was that
the longer a relationship exists, the better. This is also why existing relationships and long-
term agreements are important, since a relationship is already in place. It creates a certain
routine and the different systems used are known. As a final statement, the respondent
stated “%he more time you have together, the better”.

In regards to contact familiarity, the respondent stressed the fact that “zhe more familiar you
are with the people you work with, the better”.

The same applied to contact intensity, where “?he more contacts you have, the better”. The re-
spondent grouped the three elements time, intensity, and familiarity together.

In terms of formality, the respondent pointed out that the more familiar the less formal
you have to be. However, it was also emphasized that a certain degree of professionalism
must be kept. The more important point is actually to be professional. The relationship
that is created with the LSP(s) has to yield to the promised and expected results.

Preferably, the relationship is built prior to the disaster so as to have the different systems
ready, even though the needs are not necessarily present when the relationship starts to
form. The respondent highlighted the fact that an emergency should have everything al-
ready in place. Apart from very sudden emergencies (e.g. earthquakes), most of them can

be predicted.

In regards to joining a group that is already formed, the respondent highlighted the fact
that the logistic cluster led by WFP is a permanent cluster. Therefore, it is easier for
UNICEF to use WEP’s services rather quickly.

Concerning simplicity, the respondent simply stated that “zhe more simple, the better”. Emer-
gencies are already complex enough with many actors involved and a certain lack of infor-
mation. Therefore, simplicity is always helpful, and every action needs to be straightfor-
ward.

The respondent pointed out that their principles could not be compromised.

Concerning the symmetry of the players, the respondent stressed that having players of dif-
ferent size could actually be beneficial. The argument behind was that every entity comes
with “different strengths and weaknesses”. For instance, the respondent explained that small
players had quite often a level of bureaucracy quite low. Besides, they are most of the time
quite effective at a field level. Everything actually depends on the size of the need.

Finally, complementarity and compatibility were viewed as essential. The more compatible,
the better the gaps can be filled. The same applied to complementarity.
4.6 UNICEF Mozambique - Anonymous Informant

The informant was interviewed on April 11, 2013 on the phone. For confidentiality reasons, the inform-
ant’s name and position cannot be revealed. The interview was not recorded, and the person acted as an
anonymons informant for the researchers.
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4.6.1 Drivers and Outcomes

Concerning why UNICEF intervened in this disaster, the informant stated that it was one
of UNICEF’s objectives. In the informant’s belief, UNICEF would intervene in any kind
of disaster.

In regards to the LSPs UNICEF was using, the informant did not know who they were ex-
actly but did know that several LSPs were used during disaster relief operations. A high
level of cooperation was witnessed between the different UN agencies and some NGOs. In
the case of an emergency, everything seemed to be done “very ad hoc”.

4.6.2 Facilitators

In regards to the influence UNICEF’s corporate culture could have on the relationship
with its LSPs, the informant was relatively unsure. It was reckoned that logistics was very
complex in any emergency, and that the different organizations would have to work to-
gether with the government. In addition, the informant highlighted that everything they do
is tightly tied to UNICEF corporate culture.

Concerning their management philosophy, the informant pointed out that some conflicts
could actually arise between them, the LSPs and the government. Those were mainly con-
nected with the different responsibilities among the actors, and who was responsible for
what. For instance, in some situations UNICEF wanted to deliver some supplies to some
beneficiaries, but it was impossible since those supplies were stored in government ware-
houses. Since one of UNICEF’s missions’ aims at strengthening government capacities,
some conflicts can then arise because of conflicting ideas on how fast the supplies should

be delivered.

In terms of complementarity of capabilities, the informant viewed UNICEF as a coordina-
tor. Since they do not own the means for distributing supplies, they must use the actors ca-
pable of delivering the supplies for them.

4.6.3 Constraints

In the informant’s opinion, having a sudden and massive workload just makes things more
difficult to handle. More specifically, the informant emphasized the coordination level and
the importance of coordinating the different actors involved more in disaster relief opera-
tions. For instance, the informant recalled hearing about trucks going half empty. The in-
formant suggested that a higher level of coordination would help avoid those situations and
make sure every truck is used to its maximum capacity.

In regards to trust, the informant stressed that it was important. However, no further de-
tails were provided on why and how this would affect the relationships between UNICEF
and its LSPs.

Finally, concerning the political interests, the informant emphasized both its presence and
importance. The informant stated that UNICEF is “Gnvolved in everything in all aspects”. The in-
formant highlighted an existence of a certain kind of diplomacy between UNICEF and the
other entities involved, especially between UNICEF and the government. UNICEF cannot
do anything prior to receiving the green light from the government. Therefore, UNICEF
and its partners become dependent on whether or not the government requests their help.
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4.6.4 Components

In regards to time, the informant stated there was a lot of time needed to build the relation-
ship. However, in reality it seemed there was little time allocated to building that relation-
ship. To quote the informant, G would be more effective if you give it some more time and build up
the relationship” in order to “pull together as one and not having conflicting interests”.

Concerning contact intensity, the informant emphasized that a lot was needed. More spe-
cifically, the informant emphasized that knowing where the driver is at any time was really
important to UNICEF.

The informant did not have an opinion concerning contact familiarity nor the degree of
formality.

The informant was aware of the fact that WFP was a main provider of logistics services to
UNICEF. However, no clear opinion was expressed in regards to how joining WEP could
or could not enhance effectiveness.

The informant reckoned that disasters generate complex situations. Ideally, everything is
kept simple. In reality, everything is really complex. The informant highlighted that
UNICEF’s capacity at first response during the flooding of January 2013 was of 25,000
people in two hours, whereas more than 100,000 people were actually in need. Also, the in-
formant emphasized that complexity arose because of a lack of control. For instance, some
items were delivered to the wrong place or even disappeared. The informant informed the
researchers that such situations were difficult to handle for UNICEF since the drivers do
not work for them directly.

The informant connected principles and trust. In the informant’s opinion, UNICEF cannot
compromise its principles since those are tightly connected to trust. However, the inform-
ant made no clear connections concerning how being uncompromising affects the relation-
ship they have with its LSPs.

In regards to size, the informant connected sizes and funds of the different organizations.
In the informant’s opinion, the different LSPs have a lot of power. In a certain way,
UNICEF is dependent on them since they are the ones capable of providing the services
they need.

Finally, the informant was not able to provide clear answers on the importance of com-
plementarity and compatibility. The respondent emphasized that the different organiza-
tions that work together must be able to intervene, coordinate, and cooperate quickly.

4.7 WFP Mozambique - Logistics Level

The respondent was interviewed on the phone on April 19, 2013 during 59 minutes. The respondent has
been holding a central position at World Food Program (WP) in Mozambigue for 4 /2 years.

4.7.1 Drivers and Outcomes

In terms of motivation, the respondent stated that WEFP Mozambique is the “biggest actor” in
terms of logistics and is the lead of 3 clusters, one being the logistics cluster. This is be-
cause of the level of activity within the country and it is part of their mandate to facilitate
the whole donor appeals and provide logistic services.

It was stated by the respondent that the relationship between WFP and UNICEF is “good”
and relatively close. Mozambique is a pilot country for many things, one being the imple-
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mentation and use of service provision that was started in 2008 between WFP and UNICEF.
Previously, there was no formal agreement between the two, however WEFP promotes the
service provision because UNICEF had previously used their facilities and not too many
systems were in place before. To organize transport for UNICEF through WEFP makes it
easier and cheaper for them. The service provision is offered to other partners in the coun-
try who use WEPs services.

Mozambique is a relatively large country, covering 2500 km. In terms of logistics, it is di-
vided and regionalized into 5 areas. Therefore it is important to understand and know the
local prices and local service providers in order to “have an effective supply chain outside of Mapn-
to”.

Additionally, the respondent noted that WEFP does not have their own fleet therefore they
hire through the private sector, However, the private sector is “very immature’ so they “still
have to oversee them” in order to make certain that they and their customers/partners are get-
ting the best prices and actually delivering as per the contract.

4.7.2 Facilitators

On a global scale regarding corporate culture, WEFP has a Memorandum of Understanding
MOU) with UNICEF for logistics services. This means that at the headquarter level, it is
decided that WFP and UNICEF work together in many countries. Overall, there is a “posi-
tive attitude towards working together and building on each other’s main strengths’.

In terms of management philosophy, WEFP Mozambique has been ‘fairly active towards pro-
moting the service provision” towards UNICEF and all its partners. According to the respond-
ent, each country decides on the participation of the service provisions offered through
WEP. In relation to WEFP Mozambique, the service provision is a “benefit” for both WEFP
and UNICEF because WEPs programs are changing, there has been less funding for logis-
tics, and it is easier to provide transport solutions for large tonnages. As a solution, the re-
spondent indicated that to work with other partners could result in maintaining “economies of
scale and have more leverage with our service providers”.

Additionally, the respondent stated that from the higher-level management side, it has been
“a very positive attitude towards working with UNICEF”. Working with food items in logistics
can be “omplicated”, therefore the respondent stressed that training their logistics staff is
critical. As per the respondent’s arrival at WEP Mozambique in 2008, there were 40 people
in logistics with different understandings on how to do logistics effectively, such as work-
ing with more transporters with smaller trucks and at optimal levels. Furthermore, support-
ing the partners with logistic setvices secures job positioning/placement. Being patrtnered
together means having a larger staff to maintain. Therefore, a challenge for WEFP has been
getting staff to understand that training is “beneficial” for them, especially at the local level.
For example, “a local storekeeper might not be too positive about loading a UNICEF (item) becanse he
thinfks it is a hassle”.

As stated by the respondent, UNICEFs set up is very different from country to country.
UNICEF utilizes WEPs facilities to store their supplies and with one call, “facilitate some of
the logistics for them”. In terms of capabilities and its mandate, UNICEF has a global set up
and supports the government in special ateas such as importing vaccines and/or essential
drugs. The respondent indicated that WEP does not have that capability. As a result, WEFP
utilizes this capability they lack and learn from UNICEF, especially since WEFP is working
more with the Ministry of Health.
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4.7.3 Constraints

In terms of sudden and massive workload, the respondent indicated that on a management
level it is understood that WEP receives funding for “#his special operation” to work and pro-
vide services to UNICEF. As a result, it is understood that UNICEF is “ust as much their cli-
ent as their program unit inside”. Therefore, if the storekeeper and the warehouse manager are
not aware that UNICEF is also the client, it can “complicate matters a bit”. For example, if the
storekeeper and/or warehouse manager are very busy, they are going to prioritize what
they know. For this particular emergency, there were communication “complications” be-
tween staff at WEFP and UNICEF due to coordination oversight and misunderstandings.

As for trust, the respondent felt that “zhe more trust you have, the better services”. The more fa-
miliar WEP is with the processes and capabilities of UNICEF, the “easier” it is to be more
effective and communicate in the relationship. The services offered to UNICEF are the
same across the board.

There is an apparent level of trust between WEFP and UNICEF Mozambique because they
know each other at several levels and not just between the logistics departments. Addition-
ally, WFP and UNICEF work together in coaching the humanitarian country team in
which they are ‘promoting” the logistics cluster, such as how it works and the services that
are provided.

As far as the influence of political interests, the respondent indicated that both WEFP and
UNICEF work based on which type of management they have in place and what the inter-
ests are of that particular management. Although there may be “@lobal guidance”, a new man-
ager has the ‘power to change things”, which can affect the relationship. According to the re-
spondent, this is a major influence because if there is a good working relationship already
established, political interests of a new manager can shift the relationship completely.

Additionally, the respondent informed the researchers that in Mozambique, they “are guite
Sar with the whole UN approach, and both UNICEF and WEP have been very active in promoting it”.
For example, UNICEF has a one-year procurement plan in which they are also receiving
some funds for it now. WFP has the one UN Information Communication Technology
(ICT) common services so there has been “guite a bit of push” working more together in the
UN, which leaves the room for negotiation in the service position a little bit less open.

4.7.4 Components

In regards to the time to build, the respondent explained that the more time to build, the
better because of the difference of items shared between WEFP and UNICEF. The re-
spondent tied this to trust, which enables “wore services coming back”.

The respondent connected contact intensity with time to build because “#he more contacts we
have, the better”. As a result, WEFP and UNICEF Mozambique become more familiar with
each other at all levels, and not just at the decision-making level. The respondent empha-
sized that the relationship WFP has with UNICEF is “fairly established”. Therefore, both
parts have knowledge in regards to supplies needed, work flow and processes, as well as
“comfortable” communicating throughout the organization.

In terms of contact familiarity, the respondent expressed that ‘G comes down to personality”.
The respondent explained that it is not entirely important to know other people, however
at the operational level “%he more familiar, the better”.
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The respondent felt that the degree of formality between WEFP and UNICEF was “@ mzx”.
At a personal level, it is “/uformal”. However, it has become more formal in order to have
good structure in place and to negate security risks and theft. As a result, “zhere needs to be

some level of formality”.

The respondent emphasized that the time to build a relationship should occur “wore pre-
disaster”. 'This is because “the more time we have to build a relationship, the more effective it is going to
be”. When disaster strikes, they have 24 hours to send supplies so it is important to know
the value of supplies, the trucks it can be transported in, and ensure delivery to the right
place at the right time. The respondent put an emphasis on the fact that “preparing your
planning makes your operation way more effective. The more you know of the partner’s items, the better”.

In the respondent’s perspective, the degree of simplicity between WEP and UNICEF is
“fairly simple”. However, from the point of view of a local storekeeper, the respondent
thought that the relationship would be perceived as being more complex. Furthermore, the
respondent added “%he more simple the relationship with UNICEF will make it more effective to work,
except if the simplicity is going to affect the cost effectiveness of it or put it at risk, security wise. So you have
to balance it”.

In terms of adherence to principles, the respondent’s perspective was that “being logistics, we
are very flexible”. Depending on the task at hand during and throughout an emergency, solu-
tions have to be found and implemented quickly. Adhering to procedures and regulations is
important. However, processes such as invoicing can be delayed until after the emergency
is no longer an emergency. In logistics, the respondent explained that they try to find solu-
tions that adhere within procedures and regulations.

The respondent perceived that WEFP Mozambique and UNICEF Mozambique are ‘fazrly
compatible in being an UN Organization on management teams even through disasters” because they
are sister organizations and therefore understand each other. This could be directly tied to
adherence of principles because of the service provision intact. As a result, there is no need
to invoice UNICEF in advance because they have a “global memorandum”, which gives them
quite a bit of flexibility. They know each other’s procedures and adhere to the same rules
that enable everyone to act ‘faster as well as cheaper”.

In the respondent’s opinion, WFP Mozambique and UNICEF Mozambique are comple-
mentary even though UNICEF has different programs. “If our programs complemented each oth-
er more, the relationship wonld also, or at least the relationship wonld be more effective. Furthermore, it
was stated that they are “split organizations”, hence they are “ompeting”. This is common
amongst UN organizations. Therefore, if there is too much overlap there might be “political
interests” that stop the relationship, or put a “barrier” to it because of competition of funding
from donors. The respondent explained that WEP is becoming more involved into nutri-
tion, which collides with what UNICEF provides. The respondent added “# s good to com-
plement more than overlap too nuch”.
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5 Analysis

In this chapter, the authors will provide a thorough analysis of the empirical data, using relevant theories
from the literature review. The chapter is divided in five sections. The first four sections will follow the re-
search questions’ structure, while the fifth section will present an updated version of the conceptual frame-
work.

5.1 Influence of the Drivers and the Outcomes on the Re-
lationship between UNICEF and Its LSPs

As the frame of reference in Lambert & Knemeyer (2004) relationship model highlighted,
different drivers and expected outcomes influence the status of a relationship between a
humanitarian organization and its LSP(s). Therefore, in order to answer the first research
question the different drivers and outcomes found within the empirical findings are ana-
lyzed.

The data gathered from all respondents confirm that both UNICEF and WFP become in-
volved when a disaster strikes because of their mandates. This confirms Hilhorst (2002)’s
statement that when engaging in humanitarian relief operations, a range of players with dif-
ferent cultures, purposes, interests, and mandates work closely together. As stated in the
frame of reference (Lambert & Knemeyer, 2004), the combination between drivers and fa-
cilitators triggers the decision to create or adjust a relationship, thus the mandate shared be-
tween the two parties drives and facilitates their involvement in disaster relief operations.

As in the frame of reference, Bolumole (2003) suggests the types of services provided are
varied depending on the role of the organization vs. the role of the logistics service provid-
er. From the point-of-view of each of the logistics officers both at UNICEF and WFP,
their objectives or roles are slightly different. UNICEF first focuses first on assisting the
government in setting up a response mechanism and ensuring that the different supplies
are available. Additionally, they ensure the proper training of human re-sources and that re-
sponse plans are ready to go when a disaster occurs. On the other hand, WEFP focuses
more on donor appeals and providing logistic services, while also ensuring proper staff
training and preparedness.

Nevertheless, similarities in training and preparedness plans are shared between UNICEF
and WFP. This contradicts Murray (2005) who indicates that preparation and training are
often neglected since donors pressure for their money to go directly help victims, but not
to finance back-office operations. It can be inferred that training and preparedness plans
are considered key capabilities that have been prioritized into the effectiveness of
UNICEFs and WFPs operations. Given in the frame of reference, Panayides & So (2005)
research points out that there is a positive influence on sharing key organizational capabili-
ties. This promotes an improvement in supply chain effectiveness and performance when a
closer relationship between LSPs and their clients is formed.

From both sides of the parties, the current, working relationship between them is good.
UNICEF is quite dependent on WEP since they are the main provider of logistic services
for UNICEF. WEP understands this dependence and therefore enables their service provi-
sion as a way to be more effective within their coordination efforts. This confirms the the-
ory that LSPs are enablers or “tools” in achieving supply chain integration, as mentioned
by Fabbe-Costes et al. (2008) in the frame of reference.
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As the frame of reference Alessandra Cozzolini (2012) states, there are several actors inter-
acting at the same time during disaster relief operations. In this case, other logistic service
providers include local transporters and storekeepers. Until the logistics cluster is activated,
UNICEF will ad hoc local logistics providers in order to maintain a certain level of control
during the early stages of disaster relief.
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Figure 8 Evolution of the Logistics Services Usage Made by UNICEF Mozambique During an Emergency
Source: Balland and Sobhi 2013

Both UNICEF and WFP are aware that language, cultural barriers within the regions and
differences in costs and infrastructure hinder and/or create ineffectiveness upon delivery
or receipt of the goods. This awareness encourages the two parties to work together, espe-
cially since it is the role/objective of WFP to be knowledgeable and more inept in the logis-
tics field. This confirms the trend to outsource logistics activities as discussed in the frame
of reference Panayides & So (2005) who suggest that those logistics functions undertaken
will influence effectiveness and performance in the supply chain.

5.2 Influence of the Facilitators on the Relationship be-
tween UNICEF and Its LSPs

Within the frame of reference (Lambert & Knemeyer, 2004), there are three main facilita-
tors highlighted (compatibility of corporate culture, compatibility of management philoso-
phy, and complementarity of capabilities) that influence the relationship a humanitarian re-
lief organization has with its LSP(s). Consequently, the different findings from the empiri-
cal section will be analyzed and presented in this subsection.

5.2.1 Compatibility of Corporate Culture

As previously mentioned, the shared mandate between UNICEF and WFP encourages the
two parties to work effectively together. In addition, it enhances the growth of their part-
nership to be better prepared in order to provide better services.

Additionally, as each organization works with the government of each country in need of
relief, the commonality to help children during disaster relief operations helps to ease nego-
tiations. Furthermore, under the MOU, prioritization is given to UNICEF, thus enhancing

38



their partnership. In direct comparison to local logistics providers and UNICEF, funding
and prioritization are intertwined. This means, if you pay the local or commercial service
provider to do a job, they will do it, but the overall services could be costly.

The overall compatibility between UNICEF and WEP as the main logistics provider con-
tributes to a positive working environment, despite the complex circumstances surrounding
logistics during a time of crisis. Therefore, the corporate culture facilitator is confirmed.

5.2.2 Compatibility of Management Philosophy

Management philosophy and techniques refer to a set of beliefs that are used by an indi-
vidual, or an organization, in a management position to guide the decision making process
(Business Dictionary, 2013).

It is determined from the case that there exist several factors guiding the decision making
process between UNICEF and WEP such as recognition of reputation, level of coordina-
tion, recognition of budget and personal relationships. Those elements were confirmed
within the frame of reference (Tomasini & Van Wassenhove, Humanitarian Logistics,
2009b). Each organization has different tasks, including the host government, but each is
guided by their mandates. Recognition of less funding means utilizing each other’s
strengths to be effective and achieve economies of scale and job positioning/placement.
Personal relationships are developed individually and usually pre-disaster. Having close
contact internally and externally affects the priority level of response.

As indicated in the empirical findings, the role of WEP is shifting into other service areas
that create conflicting activities, thus complicating the ability to effectively coordinate.
Stress and demand level can complicate their compatibility. However, both sides prioritize
a level of flexibility in order to aid victims of disaster in a timely and effective manner. To
maintain this coordination level, WFP actively promotes their service provision. UNICEF
willingly takes on the service provision as a way to enhance their partnership.

Between the government and UNICEF, UNICEF recognizes the importance to strengthen
the government’s warehouse capacity in order to enhance their relationship and be more
effective in rapidity.

From upper management to fieldwork, there is consensus of a positive relationship. How-
ever at the local level, it becomes a bit more complicated as it is the unwillingness to coop-
erate as well as regional diversification that hinders service from the local level. Training is
offered in order to eliminate this barrier.

Therefore, the facilitator compatibility of management philosophy is confirmed.

5.2.3 Complementarity of Capabilities

Within the frame of reference McLachlin & Larson (2011), it states that in order to com-
plement each other’s capabilities, one part provides a service that the other cannot handle
alone. In this case, there are two different perspectives of coordination. UNICEF is not
specialized in logistics therefore the organization relies heavily on the coordination capabili-
ties of WEP as well as their logistic services provided. On the other hand, UNICEF coor-
dinates these actors in order to distribute their supplies to the beneficiaries in need in a
timely manner. Uncertainty of demand and the lack of predictability of disaster occurrence
are shared barriers between the actors involved therefore, utilizing each other’s strengths
and recognizing each other’s weaknesses is crucial. The payoff is lack of control.
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Learning from each other enhances their “competitive advantage” for future growth. This
is confirmed in the frame of reference Skjoett-Larsen (1999) when he concludes in his
research that the role of a LSP is not merely a means to cost efficiency, but also as a
strategic tool for creating competitive advantage through increased service and flexibility.
This falls in line with commercial logistics within the frame of reference, in that the private
sector takes advantage of the competitive market in which it evolves, where performance is
mainly rewarded throughout internal incentives and increases in revenues and profits
(Murphy & Jensen, 1998). However, humanitarians evolve in a “market” where there exists
no “real” competition, since the main objective is to save lives. The competitive advantage
achieved between UNICEF and WFP in this case is better service and increased flexibility,
which ultimately saves more lives.

Therefore, the facilitator complementarity of capabilites is confirmed.

5.3 Influence of the Constraints on the Relationship be-
tween UNICEF and Its LSPs

Within the frame of reference (Seybolt, 2009), it has been highlighted three main con-
straints (the sudden and massive workload, the need for trust among the actors, and the
political interests of the different actors) can influence the relationship a humanitarian relief
organizations has with its LSP(s). Consequently, the different findings from the empirical
section will be analyzed and presented in this subsection.

5.3.1 Sudden Massive Workload and Findings

The different findings suggest that the sudden and massive workload affect the relationship
UNICEF has with its LSPs. This fact was supported within the literature review, as disas-
ters engender much work for the different actors (Banatvala, Roger, Denny, & Howarth,
1996). Interestingly, the different respondents highlighted the fact that the actual size of the
emergency will actually be the determinant of the sudden and massive workload. Therefore,
within the framework, the researchers suggest to actually connect the sudden and massive
workload with the size of an emergency. In others words, the bigger the emergency the
more work tasks the relief actors will have to fulfill. Therefore, the relationship between
UNICEF and its LSPs finds itself affected depending on the size of the emergency.

In addition, the different people interviewed within UNICEF stressed that capacity issues
could arise. Hence, the size of an emergency will also affect the capacity to contract and/or
simply find LSPs that can transport the goods for UNICEF. At the LSP level, the respond-
ent emphasized the fact that apart from being a client, UNICEF was also under the UN
organization (UN, 2013). Therefore, it is important for the people that work for WEP to
know that UNICEF is the client. Consequently, a certain priority has to be given to it.

The different respondents have also emphasized the role played by the location of the
emergency. Connecting it with the capacity issues of the LSPs, they become actually affect-
ed by the location of the emergency itself and by the point of departure. As the literature
supports it, humanitarians evolve in a volatile climate (Van Wassenhove, 2006) and unsta-
ble environment (Van Wassenhove, 2006; Kovacs & Spens, 2007) that makes it difficult to
forecast the location of a disaster. Therefore, this location constraint needs to be added to
the framework since it affects the nature of the relationship. It will be merged under the
constraint of sudden and massive workload.

Moreover, an increase in prices seems to occur when the demand is actually high and the
offer relatively low. Once again, this finding actually ties into the capacity issues some LSPs
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are likely to face. Therefore, another constraint concerns the likeliness of the services to
become more expensive all of a sudden.

5.3.2 Need for Trust among the Actors and Findings

In regards to trust, the empirical findings as well as the literature (Stephenson, 2005) sug-
gest that it occupies a major role within the relationship between UNICEF and its LSPs. In
fact, issues in terms of trust actually occur when capacity issues come into play. As the dif-
ferent empirical findings suggest it, the “well-deserved reputation” UNICEF has plays in their
favor when they have to contract logistics services. UNICEF and its LSPs try to build rela-
tionships during the preparedness phase since Mozambique is prone to flood disasters,
which is what the frame of reference advices (Kovacs & Spens, 2007). However, it was
found that it is not easy to build relationships during the response phase. Therefore, the
trust is being confirmed as a crucial element to the effectiveness in the relationship be-
tween UNICEF and its LSPs.

In addition to what was found in the conceptual framework, the empirical findings suggest
that the information that is exchanged between the two parts (UNICEF and its LSPs) has
to be accurate. The importance of that information was emphasized within the literature
(Long & Wood, 1995). The quality and accurateness of the information is actually “crucial”
in order to both increase trust and solve a problem. Therefore, the need for accurate and
trustworthy information is needed among the actors, along with the need of trust.

5.3.3 Political Interests of the Different Actors and Findings

In terms of political interests, the literature (Olsen, Carstenesen, & Hoyen, 2003) as well as
the empirical findings have confirmed the important role they play between the actors.
More specifically, the role they have on the relationship between UNICEF and its LSPs. As
one respondent stated, political interests are ‘Znvolved in everything in all aspects”.

However, a distinction has to be made concerning the political interests that exist between
the humanitarian organizations (UN, NGOs...) and the LSPs. As the literature showed it,
pressure from the donors is more and more present (Van Wassenhove, 2006). On the one
hand, the different organizations that do not come from the private sector are competing
in a certain way in terms of funds, creating competition inter-agencies. On the other hand,
the LSPs that come from the private sector will simply provide the service they are con-
tracted for, provided that they get paid. Consequently, the political interests constraint is
likely to arise between agencies that rely on funds only.

Within this case study, the different respondents highlighted that WEFP and UNICEF al-
ways ‘“fry to work together”, especially in Mozambique where they feel like the two agencies
0o quite far with the whole UN approach”. Therefore, it seems like this inter-agencies competi-
tion for funds is avoided.

5.4 Influence of the 11 Components on the Relationship
between UNICEF and Its LSPs

Within the frame of reference, it has been highlighted 11 components are responsible for
enhancing the effectiveness of a relationship (McLachlin & Larson, 2011). Therefore, the
findings from the empirical section will be analyzed and presented in this subsection.
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5.4.1 Time to Build

In regards to the time UNICEF and the LSPs must devote to building a relationship, the
findings suggest the more time the better. The literature supports this view (McLachlin &
Larson, 2011). Dedicating time to building a relationship improves cooperation, reduces
conflict of interests, and avoids trust issues. The findings even highlight this particular
problem: issues in terms of trust do arise once a relationship has to be built “ad hoc”. There-
fore, it is important to dedicate as much time as possible to building a relationship during
the preparedness phase in order to be ready.

5.4.2 Contact Intensity

Concerning contact intensity, the findings reveal that many contacts are actually needed in
order to build and maintain the relationship. The findings advocate the following point-of-
view: “the more contacts you have, the better”. Therefore, this finding updates the previous
framework presented in the frame of reference, since it was advocated that a reasonable
number of contacts was needed (McLachlin & Larson, 2011). This research pushes towards
having many contacts in order to improve the effectiveness of the relationship.

5.4.3 Contact Familiarity

Regarding contact familiarity, the conceptual framework in the frame of reference suggest-
ed having an initial familiar contact (McLachlin & Larson, 2011). The findings from this
study confirm that if it is possible, “#he more familiar the better”. However, the findings also
confirm that only an initial known contact is better. It is not “entirely important”. Therefore,
this part of the framework will stay as it was, namely having an initial familiar contact is
better.

5.4.4 Degree of Formality

The findings stress that a certain consensus exists in terms of formality. Although it seemed
preferable to have a certain degree of informality, still the relationship has to be profession-
al enough in order to yield to the expected results. Therefore, the findings point towards a
relationship that is at the same time relatively informal, but still professional. This confirms
what was found in the literature review (McLachlin & Larson, 2011).

5.4.5 When to Build

The findings from the frame of reference suggest that it is always better to build a relation-
ship during the mitigation and/or preparedness phases (McLachlin & Larson, 2011). Inter-
estingly, the findings discovered in this research also confirm this trend: a relationship be-
tween UNICEF and its LSPs has to be built prior to a disaster. The main advantages pro-
vided are preparation and the capacity to react quickly, elements supported by the literature
(Nikbakhsh & Farahani, 2011).

5.4.6 Groups Joined/Formed

The frame of reference unveiled that joining a large group of actors can enhance the likeli-
ness to act together (McLachlin & Larson, 2011), while increasing cooperation (Tomasini
& Van Wassenhove, Humanitarian Logistics, 2009b). The findings in this research point
towards the fact that UNICEF enjoys joining a large group of players. Within this case
study, it was discovered that UNICEF is even encouraged to work with WEP since both
organizations are under the UN umbrella. Therefore, this component is confirmed and in
line with what was found within the frame of reference (McLachlin & Larson, 2011).
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5.4.7 Degree of Simplicity

In regards to simplicity, the different elements presented in the frame of reference pointed
towards a need for simplicity (McLachlin & Larson, 2011). Since the humanitarian context
imposes to work under the humanitarian principles (Tomasini & Van Wassenhove,
Humanitarian Logistics, 2009b), in an unknown environment (Van Wassenhove, 2006) and
cope with many actors (Cozzolino, 2012), which have distinct goals (Hilhorst, 2002), pro-
cesses that are kept simple are always preferred. The findings in this research confirm the
benefits that keeping processes as simple as possible bring: “#he more simple, the better”.

5.4.8 Adherence to Principles

One clear element found in both the frame of reference (Tomasini & Van Wassenhove,
Humanitarian Logistics, 2009b) and the empirical findings is that principles cannot be side-
lined. UNICEF, WFP and the LSPs have to obey to the principles the humanitarian con-
text imposes. However, the different respondents highlighted that since acting fact is cru-
cial, some “shorteuts” can be taken. It can refer to invoicing, where such tasks are not neces-
sarily vital to the sake of a disaster relief operation in the first place. Therefore, it is sug-
gested to add a new section entitled adberence to procedures and regulations, where “shorteuts” can
be taken.

5.4.9 Symmetry of Players

Concerning the symmetry of the players, it was suggested in the frame of reference that the
players needed to be of relative equal size. Interestingly, the findings in this research sug-
gest that having players of distinct sizes can actually yield to many advantages. Taking into
consideration UNICEF and its LSPs of relatively small sizes, the findings praise their low
level of bureaucracy, knowledge of the local market as well as the local language, and use-
fulness in organization transportation. Therefore, it is suggested here the size of the players
actually only matters depending on the actual size of the need. Hence, and in order to avoid
capacity issues, the size of the LSP contracted will first need to be assessed in order to
make sure coping with the demand will not become a problem.

5.4.10 Compatibility

Within the frame of reference, it is suggested that a high level of compatibility needs to ex-
ist between the different players to have an effective relationship (McLachlin & Larson,
2011). In this research, the findings emphasize the importance of complementarity, where
it is “viewed as essential”. Consequently, a high level of compatibility is needed between

UNICEF and its LSPs.
5.4.11 Complementarity

In regards to complementarity, the findings are in line with what was developed in the
frame of reference, meaning that the different capabilities of the players need to be com-
plementary (McLachlin & Larson, 2011). Within this case study, “complementarity is essential”.
Therefore, this element has to stay as such within the conceptual framework.

5.5 The Conceptual Framework after Research

5.5.1 The Conceptual Framework Modified

Within this subsection, a modified version of the conceptual framework is presented. This
conceptual framework represents the result of the authors’ research.
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Facilitators Constraints

* Compatibility of corporate cultures * The sudden and massive workload, the size as
* Compatibility of management philosophy and well as the location of a crisis
techniques * The sudden increase in logistics services’

* Complementarity of capabilities prices following a crisis because of the sudden
increase in demand

* The need for trust as well as accurate and
trustworthy information among the actors

* The political interests inter-agencies

adjust
partnership

Figure 9 Framework for an Effective Relationship between Two Humanitarian Actors Source: Balland and
Sobhi 2013

5.5.2 Summary of the Components

This section aims at summarizing the different findings that were found within the research
in regards to the components of the literature review (McLachlin & Larson, 2011).

Property ‘ Dimensional Range

E01 | Time to build Little ime | vovveviiiiiniiniinnnnnn. X Much time
E02 | Contact intensity Few contacts | cveeevvieveniinnennnnnn. X Many contacts
E03 | Contact familiarity Familiar b S, Unfamiliar
E04 | Degree of formality Informal | ...l b S Formal
E05 | When to build Pre-disaster Kuvrrerrenrennenaenacnnns Post-disaster
E06 | Groups joined/formed | None | coieiviiiiiinininnnnnn, X Many
E07 | Degree of simplicity Simple Kevrrerrenrennenaenacnnns Complex
E08 | Adherence to principles | Compromising | «.eeeeveeieeirennnnnnns X Uncompromising
E09 | Adherence to proce- | Compromising | ...... Keverrrrennenaennes Uncompromising

dures and regulations
E10 | Symmetry of players Equal size | coieeiiiiiiiiinnn, X... Unequal size
E11 | Compatibility Incompatible | ciiiiiiiiiiiiiiiin, X Highly compatible
E12 | Complementarity Low | e X High
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6 Conclusion

In this section, the anthors will present a conclusion to their research. 1t will be followed by the research con-
tributions being discussed in a next subsection. Managerial implications, final reflections and suggestion for
future research will conclude the research.

6.1 Research Conclusion

The purpose of this study was to explore the relationship between UNICEF and its LSP(s)
during disaster relief operations. This was pursued throughout a case study of UNICEF
Mozambique during the flooding that occurred in January 2013. The collection of primary
and secondary data allowed the researchers to gather empirical findings that could be ana-
lyzed and connected to the frame of reference. Hence, the conceptual framework that had
been developed within the frame of reference could be tested. This conceptual framework
was updated according to the analysis made of the empirical findings.

The main driver in saving lives when disaster strikes are UNICEF and WEFP’s mandates.
Although each other’s roles and objectives are different, both UNICEF and its LSPs rec-
ognize that training and preparedness plans are key organizational capabilities needed in
order to drive an effective relationship. Finally, UNICEF recognizes and utilizes its LSPs as
enablers or “tools” to achieve effective supply chain integration within their relationship.
The outcome of saving lives depends on the formed relationship, which must allow an ef-
fective coordination of the efforts between the humanitarian relief organizations and its
LSPs when disaster strikes.

Compatibility of corporate culture includes having similar mandates, prioritization and a
positive-working environment as the main influencers revealed under the study. This helps
UNICEF and its LSPs to work effectively together in order to provide better services
throughout their involvement in disaster relief operations. Under compatibility of man-
agement philosophy, several influencers that guide the decision making process include
recognition of reputation, level of coordination, recognition of budget and personal rela-
tionships. Meanwhile, complementary capabilities are recognized and utilized through the
understanding of each other’s coordination levels and the ability to learn from each other,
thus strengthening the coordination effectiveness between UNICEF and its LSPs.

In regards to the constraints of the relationship between UNICEF and its LSPs, this re-
search concludes that the sudden and massive workload that occurs following a crisis is
connected to the size and the location of the emergency itself. In addition, findings suggest
that an additional constraint exits. It refers to the prices of the logistics services likely to in-
crease because of a sudden increase in demand. The need for trust, as well as accurate and
trustworthy information, between UNICEF and its LSPs is needed and crucial to their rela-
tionship. The political interests of the different actors were found to be likely to come into
play only between agencies of the same type, sideling the political interests the private sec-
tor could have.

In regards to the components developed by McLachlin & Larson (2011), this research
concludes that in order to install an effective relationship between UNICEF and its LSPs
much time has to be spend on building the relationship prior to a disaster. Also, many
contacts have to occur, with the first one being familiar. along A certain level of formality is
preferred. Joining a group composed of many actors where processes are kept simple is
advised. Principles cannot be compromised, whereas procedures and regulations need to be
losened. Finally, UNICEF and its LSPs do not have to be of equal size, however they have
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to be highly compatible and complementary. The number of components went from 11 to
12 after this research was conducted.

6.2 Theoretical Contributions

The research the authors conducted has led to three theoretical contributions.

The first theoretical contribution is concerned with the conceptual framework the authors
provided. This framework contributes to the existing literature on the topic of relationship
management within the humanitarian field. More specifically, the framework provides its
audience with an overview in terms of drivers, facilitators and constraints in order to reach
the outcome humanitarian relief organizations strive for, namely to save lives and aid peo-
ple in need when disasters strike.

The second theoretical contribution is concerned with the components MclLachlin &
Larson (2011) present as enhancers of the relationship effectiveness between two actors
that wish to cooperate within the humanitarian relief community. This research allowed the
authors to test the different components in a case study. One additional component was
found and added to the original components after the research was conducted. Hence, the
authors of this research now recommend 12 components that must be considered when
two humanitarian actors look for having an effective relationship.

The third theoretical contribution is concerned with the general contribution this research
brings to the humanitarian logistics field.

6.3 Final Reflections

It is not uncommon to face difficulties when conducting research, especially when focusing
on real-context within a case study. Time and distance are factors that cannot be taken for
granted in humanitarian logistics. This research focused on a disaster that occurred in
Mozambique, thus limiting the researchers’ ability to reach local logistics providers used by
UNICEF before the logistics cluster is activated. This is due to time restrictions, distance
and other factors mentioned in the Methods chapter. To compensate for the lack of LSP
data, this research is more focused from an UN Agency point-of-view, rather than from
the LSP side. However, since WEP is the main logistics provider once the logistics cluster
is activated, the data retrieved balances the equation, thus fulfilling the purpose of research.

Disaster relief operations as a whole are quite complex. Narrowing down the focus area to
the relationship between an UN agency and its LSPs simplified this study. The data is rich
with insightful perceptions and meanings that answered our research questions and fulfilled
our purpose. However, the focus is only the tip of the iceberg, meaning there is so much
more to explore in the area of humanitarian logistics and its relationship with the many dif-
ferent actors involved in disaster relief operations. The findings are generalizable as it per-
tains to certain actors, namely an UN agency and LSP. However, if other relationships be-
tween actors could be explored, a much wider and general conclusion could be made.

6.4 Managerial Contributions

In regards to the managerial contributions this research has, there are two.

At a strategic level, this research has highlighted the different drivers, outcomes, facilitators,
constraints and components that managers within the humanitarian field must take into
consideration when building.a relationship with-another actor. Therefote, strategic manag-
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ers could make use of the findings of this research in order to install relationships that are
as effective as possible.

At an operational level, this research has highlighted and confirmed the difficulties of
communication and coordination that exist between the humanitarian actors. Without clear
mandates, roles, objectives and accurate information disaster relief operations are put at
risk. Therefore, operational managers must make sure that their employees are trained and
informed, as well as aware of the extremely volatile and demanding environment they
evolve in. Professionals need to contribute to disaster relief operations utilizing their core
competences.

6.5 Suggestions for Future Research

The researchers have identified additional elements to be utilized when building an effec-
tive relationship between an UN agency and its LSPs. This research focuses only on two
out of seven main actors involved in humanitarian relief operations outlined by Alessandra
Cozzolini (2012) in the frame of reference. Thus, it is recommended to test the newly de-
rived framework between other actors such as an NGO and LSP.

Additionally, the researchers recommend quantifying the elements for more generalizable
data and to collect a wider range of data.

Finally, a usable framework on how to build an effective relationship has been established.
However, an improved coordination effort is needed since it is apparent from the research
that building a relationship between UNICEF and its LSPs is nothing new. This is evi-
denced in the frame of reference where McLachlin and Larson (2011) state that implemen-
tation is difficult. As a result, it is recommended for future research to look more deeply in-
to implementation procedures/efforts in order to enhance the speed and quality of saving
lives during disaster relief operations.
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Appendix A - Interview Questions UNICEF

‘ Interview Questions: Mozambique Case

1. For the purpose of this research, what is your name, position and responsibilities in
relation to the current situation in Mozambique?

2. What is the current situation in Mozambique? What is the background?

3. What motivated you, as an UN Agency, to get involved in this specific disaster?

4. Who is your LSP? How would you describe your relationship with your logistics
service provider?

5. How do you think your corporate culture influences/affects the relationship you
have with your LSP?

6. How do you think your management philosophy influences/affects the relationship
you have with your LSP?

7. How do you think your capabilities complement each other?

8. How do you think the sudden and massive workload affects your relationship with
your LSP?

9. How do you think trust affects the relationship between you and your LSP?

10. How do you think political interests affect your relationship with your LSP?
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11. See 11 elements of effective relationships:

a. 'To what extent does EXX affect the effectiveness your relationship with

your LSP?
b. Why?
Property Dimensional Range

EO01 | Time to build Little time | ..o Much time
E02 | Contact intensity Few contacts | ..., Many contacts
E03 | Contact familiarity Familiar | ... Unfamiliar
E04 | Degree of formality | Informal | ... Formal
E05 | When to build Pre-disaster | ... Post-disaster
E06 | Groups None | ..., Many

joined/formed
E07 | Degree of simplicity | Simple | ... Complex
E08 | Adherence to princi- | Compromising | ..........cccoeeeininn... Uncompromising

ples
E09 | Symmetry of players | Equal size | ... Unequal size
E10 | Compatibility Incompatible | ... Highly compatible
E11 | Complementarity Lommm, Y. High
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Appendix B - Interview Questions WFP

‘ Interview Questions: Mozambique Case

1. For the purpose of this research, what is your name, position and responsibilities in
relation to the current situation in Mozambique?

2. What is the current situation in Mozambique? What is the background?

3. What motivated you, as the WEP, to get involved in this specific disaster?

4. How would you describe your relationship with UNICEF Mozambique?

5. How do you think your corporate culture influences/affects the relationship you
have with UNICEF Mozambique?

6. How do you think your management philosophy influences/affects the relationship
you have with UNICEF Mozambique?

7. How do you think your capabilities complement each other?

8. How do you think the sudden and massive workload affects your relationship with
UNICEF Mozambique?

9. How do you think trust affects the relationship between you and UNICEF
Mozambique?

10. How do you think political interests affect your relationship with UNICEF
Mozambique?
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11. See 11 elements of effective relationships:

a. 'To what extent does EXX affect the effectiveness your relationship with

UNICEF Mozambique?
b. Why?
Property Dimensional Range

EO01 | Time to build Little time | ... Much time
E02 | Contact intensity Few contacts | .....oooiiiiiiiiinn, Many contacts
E03 | Contact familiarity Familiar | ... Unfamiliar
E04 | Degree of formality | Informal | ... Formal
E05 | When to build Pre-disaster | ... Post-disaster
E06 | Groups None | . Many

joined/formed
E07 | Degree of simplicity | Simple | ... Complex
E08 | Adherence to princi- | Compromising | .............cocooeininnnn. Uncompromising

ples
E09 | Symmetry of players | Equal size | ... Unequal size
E10 | Compatibility Incompatible | ... Highly compatible
E11 | Complementarity Low | High
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Appendix C - Confidential Agreement Form

Confidentiality Agreement

Title of Research Project: Humanitarian Organizations and Its Relationship With Lo-
gistics Service Providers

The participant organization: XXXX — Mozambique Operations

As members of this research team we understand that we may have access to confi-
dential information about study sites and participants. By signing this statement, we are
indicating our understanding of our responsibilities and duties to maintain confidentiality
and agree to the following:

We understand that names and any other identifying information about study
sites and participants are completely confidential.

We agree not to reveal, publish, or otherwise make known to unauthorized per-
sons or to the public any information obtained in the course of this research pro-
ject that could identify the persons who participated in the study.

We understand that all information about study sites or participants obtained or
accessed by us in the course of our work is confidential. We agree not to reveal
or otherwise make known to unauthorized persons any of this information.

We agree to notify the research participant immediately if we become aware of
an actual breach of confidentiality, or a situation that could potentially result in a
breach.

Date:

Place:

The research authors:
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