ANNEX 12: EXAMPLES OF TEAM ORGANISATION AND JOB DESCRIPTIONS 

exAmple 1 

This first example of team organisation is adapted from the Action contre la Faim experience in the North Caucasus (described in page 41 of the manual).

A Food Security Supervisor is in charge of the surveillance and evaluation activities, while a Distribution Supervisor is responsible for registration and distribution.

The post of Logistics Officer is also presented in order to clearly show responsibility sharing between distribution and logistical activities.

Although the post of Head of Mission is not described here, he/she is notably in charge of coordinating the team, external relations and relations with other humanitarian organisations.

	1. Food Security Supervisor

	Objective:

	To coordinate and manage the food security surveillance and post-distribution monitoring in order to develop ACF understanding on population needs and food security issues and to measure the impact of the food distribution programme. 

	Tasks and responsibilities

	Food security

surveillance
	· To collect and analyse the Food security data and information useful for the understanding of the food security and nutritional situation of IDPs (using the various food security tools such as semi-directive interviews, questionnaires, organisation of meetings, market surveys, etc.)



	PDM
	· To plan and organise the post-distribution monitoring according to ACF methodologies (qualitative interviews on random samples and market surveys) in order to evaluate the impact and the efficiency of the distribution and to acquire information about the problems and needs of the beneficiaries.



	Reporting and recommendations


	· To prepare and communicate appropriate reports on the above, both for internal and external use (for information and lobbying).

· To recommend any action to be taken as regards current and future assistance (in its modalities and contents).



	Financial planning


	In coordination with the administrator:

· To make a monthly planning for expenditures including specific needs for cash.

· To participate in the writing of budget proposals.




	2. Distribution supervisor

	Objective:

	To ensure the proper implementation of food distribution 

	Tasks and responsibilities

	Registration
	· To ensure the collection of beneficiary lists from the heads of the local administration.

· To ensure the verification of these lists through ACF monitors.

	Distribution 
	· Definition of the commodities’ technical specification and packaging including definition of rations in relation with the technical departments in Paris and the FSS.

· To ensure sufficient and timely publicity for all distribution exercises.

· To ensure the liaison with local authorities concerning the organisation of distribution exercises, including formal agreements when required.

· To identify distribution points and ensure their proper set-up for distribution.

· To identify proper storage points and ensure that security is provided.

· To prepare the distribution plan, calculate the quantities of food needed and to order them from the warehouse.

· In collaboration with the logistician, to define transport modalities, planning of transportation for the supply of distribution sites and movements of distribution teams.

· To supervise all physical aspects of the distribution.

	Monitoring and reporting


	· Management of the post-distribution monitoring teams.

· Preparation, communication and filing of the distribution reports according to ACF standard procedures and formats.



	Budget follow up 


	In coordination with the administrator:

· To make a monthly planning for expenditures including specific needs for cash.

· To assist in the writing of budget proposals.




	3. Logistics Officer 

	OBJECTIVES

	To organise and manage logistics duties of the ACF base and programme 

	Tasks and responsibilities

	Procurement


	· To liase with the WFP for the supply of commodities (requests, reporting, follow-up of pipeline and deliveries).

· For goods purchased by ACF, in coordination with the distribution supervisor and the administrator, to organise purchasing according to the needs and constraints of the programme (i.e. type and quality of commodities, packaging, delays, etc.).

· To prepare, negotiate, sign and follow up the contracts until complete delivery and final payment.

· To capitalise information regarding the suppliers and ensure permanent market research and follow-up.

· To follow all orders and deliveries (filing and follow-up of order forms, information to other departments).

· To organise transport from suppliers to ACF warehouses; then to coordinate with the distribution officer for the organisation of convoys from the warehouse to the distribution points.



	Storage
	· To supervise and provide adequate training to the warehouse manager in order to ensure the respect of procedures, records, etc.

· To make a monthly physical inventory.



	Logistics  & base management
	· To follow up contracts and the registration of vehicles, to follow up reports and expenses in terms of fuel consumption and maintenance.

· To ensure the good maintenance of the vehicles, including provision of the necessary kits (medical, mechanics, fuel tank, etc).

· To ensure the proper setting up of the compound (electricity, heating, communication, etc.).

· To manage the communication means (i.e. mobile phone, telephone, satellite phone, e-mail set up and radios).



	Budget follow up 


	In coordination with the distribution supervisor and the administrator:

· To make a monthly planning for expenditures including specific needs for cash.

· To assist in the writing of budget proposals.



	Reporting
	· To make the logistics reports according to the ACF format.

· To check and approve the monthly inventory of all goods in warehouses and ensure adequate reconciliation of data with the distribution supervisor. 

· To ensure the setting up of a proper filing system for all logistics documents.




exAmple 2
This example is adapted from the Action contre la Faim experience in the Sakhalin Island (described in the insert on page 44). It firstly presents the post of Distribution Supervisor whose main function here is to define, with the heads of Russian social centres and institutions, distribution modalities and ensure that their staff carry out distribution correctly. ACF is therefore not in charge of distribution but provides follow-up and support in order to ensure that distribution is conducted correctly.

The Food Security Supervisor is in charge of targeting and PDM. These activities require a good analysis and understanding of the Russian social system on which the programme relies.

	1. Distribution Supervisor 

	Objective:

	To ensure the proper setting up and implementation of the distribution systems in the institutions and social centres (SC/I) channelling ACF food assistance.

	Tasks and responsibilities

	· Design and set up a system for the efficient and equitable distribution of food items to the selected beneficiaries of the programme.

· Set up with all SC/Is a proper stock management and adequate reporting systems. 

· Implement a reliable monitoring and control of the distribution exercises done through the collection, control, comparison, filing and analysis of all stock and distribution reports coming from the SC/I.

· Liase with the SC/I staff for proper filing and communication of management and reporting formats required by ACF.

· Provide relevant information and adequate training to SC/I staff on distribution, commodity management and reporting procedures.

· Co-ordinate with Food Security and Logistics departments to prepare an adequate planning for distribution and monitoring for the whole duration of the programme; ensure its follow-up and its communication to relevant departments.




	2. Food Security Supervisor

	Objectives:

	· to ensure the identification of the most vulnerable individuals to be assisted through food aid.

· to evaluate the impact of the food aid programme and to recommend further actions to be taken (other programmes / other beneficiaries).

 

	Tasks and responsibilities

	Targeting
	· Through field assessments and in collaboration with the local administration, to select the most affected / vulnerable social centres and institutions to be prioritised for food assistance.



	Food security surveillance
	· To develop an in-depth understanding of the Russian social system, including study of the criteria which are used and assessment of the effectiveness of the mechanisms in place.

· To assess social centres’ and institutions’ specific needs and problems (e.g. rehabilitation of infrastructure, cash, etc.).

· to identify vulnerable people or groups who may not be covered by the welfare system and recommend any relevant action to be taken in this regard.



	PDM
	· To plan and organise post-distribution monitoring according to ACF methodologies in order to evaluate the impact and the efficiency of the distribution and to acquire information about the problems and needs of the beneficiaries.



	Reporting and recommendations


	· To prepare and communicate appropriate reports on the above, both for internal and external use (for information and lobbying).

· To recommend any action to be taken as regards current and future assistance (in its modalities and contents).



	Financial planning


	In coordination with the administrator:

· To make monthly planning for expenditures including specific needs for cash.

· To participate in the writing of budget proposals.




exAmple 3

In this last example, the Food Security Supervisor operates in a situation of emergency at the time the programme starts. The supervisor oversees all the functions required by the implementation of the programme on the ground, in collaboration with a logistician, who is responsible for the storage and transportation of the goods to be distributed. A team based in the capital is in charge of the purchasing of goods and provides administrative and financial support.

It is planned that the distribution of food and essential products to all the people affected by floods (registered by district officials in the areas where they will have found refuge) takes place during at least three months. After these three months, it is foreseen to direct food aid to people who cannot yet return to their land and provide for their needs. Those who are able to return to their land receive assistance in the form of seeds and tools or food for work.

	Food Security Officer 

	Objective: 

	 To set up and implement an ACF emergency response to the floods in Caia, Mozambique

	Tasks and responsibilities

	Food distribution
	· To ensure the collection of beneficiary lists from the heads of the local administration. 

· To ensure the verification of these lists through ACF monitors.

· To identify beneficiaries to move from GFD to FFW
 or other programme after the first three months of the programme (i.e. targeting)

· To prepare with the authorities and the logistics officer the planning of distribution.
· To set up and supervise the distribution
· To liase with the WFP and local authorities at field level (including presenting requests for the food and distribution reports).



	Seeds and tools distribution 
	· Identification of the amount and type of seeds required (including packaging and quality of the kits to be procured by logistics).

· To set up and supervise the distribution.


	Post Distribution Monitoring and 

Food Security Surveillance
	· To collect and analyse the food security data and information useful for the understanding of the food security and nutritional situation of IDPs. 

· To report on programme impact and relevance, recommend other actions to be taken.


� GFD = General Food Distribution, FFW = Food For Work
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