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At the risk of preaching to the converted,I will give you a few examples
of some general lessons OFDA has leained. But, chiefly, I ask you to

‘recall your own experience.

For if youAconsidér that Wé‘are all working towards'thé saﬁe aim, aibéit
' Qith different means,vyou mﬁst‘égrée'thatifor OFDA fé do without.the

| benefit of views'frdmlﬁhe‘field.is arrogant and wasteful, and in any
 case tglls only half qf the story Wich is no story at all.' So we welcome
- this chance to téll you of our needs of you and to»initiate,‘perhaps, a

more lively exchange of ‘information than in the past,

A=sys£ematic approach to collecting, analyzing and indexing of lessons
learned in disaster assistance has been sédly lakkingf It‘is perhaps
-the #ature of the work that doesn't make for a .great deal ofAreflectiop
- and looking back. But with bFDA‘s current emphasis on preparedness this

is no longer acceptable.

In 1978, and in any other year, the question each of us must ask and
answer is simply, "for me, here and now, what does it mean to be
‘intelligent?" If for anyone in the disaster assistance or food aid

.process, the honest and realistic answer includes ignoring present

sources of information, then it is clear that there is some failure of fit;‘_

and if we are not scrupulous in our efforts to detect, analyze and correct,

we are apt to be inept.
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The system OFDA is developing right now aims to do two things. Serve asnb

e a learning device, recording old and new lessons and evaluating
0ld ones in view of more recent experiences and new policies.
e answer such questions as how many times in the past have we

tried X, Y and Z, and have'fdund that it‘worked'or did not work.

In talking to real and seif-procléimed expert; in disaster assistance,
you may run iﬁté two lines of thqﬁgﬁt. "No:disaster is like another."
"The'saﬁe thing happens over aﬁd ovér again." Both may be trué and‘

. false, bﬁt it is that kind of éimplistié, mﬁddled thinking that gets us
nowhe;e‘ Generalities do nét ﬁelp. It is oniy in £he analysis of an
event tﬁai‘we have a chancé to learn and correct. Systems require
undexstanding users. Lack bf intelligént use is as disasterousvés lack

of System.
‘OFDA's Lessons Learned System is a'tdbl for management decisions.

The purpose of the system is to provide information on likely future

‘ perforﬁance based on the historical record of performance. The information

is of two types. First, it provides warning of consistent performance -
failures which have occurred in the past and must, therefore, be
recognized as likely in the future., Conversely, it identifies those

performance areas where consistent successes have occurred in the past.

'Allow me to take you through the five baslc elements which help to make
up the story of an event. You may wish to refer to the simple flow
chart provided. OFDA's system describes a lesson to be learned in the

-following way:
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'L. Brief definition of the disagter context: where, what, when and how.

- 2. An acthltz undertaken or: resource utilized in some phase of disaster
mitigation, preparedness, response or recovery

3. Your evaluation of the performance of that activity or resource ... o   }
slowly, efficiently, wastefully ... which we decided to rate along a
conventional 5-point scale, from very poo: to very good

- Of course, some other performance characteristics which might’ be rated -
_include such factors as self-help incentive, satisfaction to victim,
assessment accuracy, control, etc. . -

-4, The cause or reason why x performed poorly or well ... because of some -
factors in donor management, host policies, culture ...

5. Your recommendation for enhancing the good performance characteristics
and avoiding or altering the bad ones.

To‘use.axhyPothéical example,.let us take the case of an eérthquake .
which might have Qccurred in the winter in a less deﬁeloped.cognt:y,

- in aﬁ urban setting. While any number of commodities or services .

were provided, for the moment we wish to learn how well we did in the

‘ éélivery of tents anﬁ the problems énéountéred.

On the positive side of the performance evaluation,. we know that we did

well: The tents housed 80% of the victims, largély becaﬁSE( of radio

relay of information about camp locations; but, negatively,
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delivery was slow which was mainly attributed to the fact that the host
country insisted on using‘its army trucks.  The recommendations might
/include working with the government to determine better alternatiVes for the

- future and to continue working'od improving the public announcement system.

 The OFDA system will be operational in December. The reason why we
consider this system a learning devige.is'that it will be subject to
‘continual evaluation.' As new material is added to the file, the earlier = o

recommendations or’“prescriptions" are evaluated in light of change in

‘policy or new'insights gained.

Timing

A critical issue in disaster assistance is, of course, the timing of aid.
'This is a fundamehtal issue. How timely érobably ﬁuét come'before'how;

gﬁell. Otherwise we are a little—like the trapeze artist who bragged that

© everything in his act was perfect except his timing. Early Warning indicators
of ‘a variety of sorts can help us buy time. Our aim should be to anticipate -
’ the problem as much as possible to avoid more costiy forms of trahsport,lateﬁ.
.Stocks should be;pre—positionea before thé réins set in. It may cost $2.00
Per pﬁund to airlift food whiqh is 10 times as much a§ fo;Aéonventional

v transport in the same situation:

‘As in all emergency situations, we first check with thoée voluntary
agencies opeiating in a given area to determine what supplies méy be on -
‘hand (later these can bé replenished). In the case of hurricane victims
in the Fiji Islands in‘1972 we found the nearest éupplier in New Zealand B B e —
which proviaed canned mackerel, non-P1-480 flour and salt. PL480 Title II

.éommodities also mattered later on in the relief effort.
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_é‘few comments on emergency feeding

This is no time to'innovate; food prbvided‘sﬁould be what the people are
“accustomed to eat. The éim is for reassurance and quick return tb normalcy;.
This means lécally acceptabie foodstuffs,vlécélly purchased.(or brought in i
from ﬁeighboring countries) . fThe‘shafter the disténce,-the”frésher,‘cheapex
... At times neigﬁborinq‘miésions can aésist in-purchasing-from next

province, state.. Logistics must be thought through all the way to the

‘pPlace where the food is actuaily cooked. A common mistake: someone forgets

.an elément,in #he chéin of absolute esséntials. Everyone needs a pot, or a
'cooker, or fuel,‘or . Quéstions which need answering: How is the food
distributed? Who decides>who gets the foodz Do people'acéept it as fair?
How can the government do a means test? What is the selection prqcess?
What is the relationship of victims to those in‘surrounding neighborhood?
‘Who iSLqualified to récéive*free'food? How long does one have to be
"homeless-to»be called homglessé What is the impact of free distribution
of food on the commercial market? One of the most éommon mistakes is not
to tell the victims how'much‘food they ére going to get and>wheﬁ. One

- day or three weeks?

~In Cyprus in 1974 restaurants were going'broke since thére were no tourists.
. Our advice to the govermment had been to introduce a vouchervsystem to be
used in restaurants as ration stampé. They did not'take thekadvicé but
proceeded to mass feed with big kitchens. 'Since‘class'cohsciousness is
strong, it surmises that poor peaple are‘not gooa enough to eat in _ =

restaurants -- we still think thatﬁdéhﬂhave been the better solution.
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Need for mass cookers presents special problems. Institutional stoves are
‘toévsmall. There is also the matter of fuel —-- yoﬁ don't want people to
.burn up‘the few trees that there»may be there. 'Wgé Emery méntioned our
sfockpiles. They contain stoves which will be sufficient for 50 people
: éach. ‘In combinaﬁions of 2 they can feed up té 500 peop;e with &ontiﬁuéus
'ﬁse and sﬁaggered.meals.. if you can keep’the‘coéking to one méél of
vgréundﬁut steﬁ; one simple meal, multgéle two-stove gnits caﬁ worﬁ;
in general, the foliowing makims hold:.‘the sooner fou can énd mass féeding,

_the better. Free distribution of staple food is preferable to mass feeding

. given that the essential utilities exist. Water and food are alWays urgent
needs that can't be postponed. Governments usually do not have the funding

authority to respond promptly. Ergo -

P1,~480 funds do not provide for ancillary supplies such as sugar, salt,
locally available peppers, and éther fresh vegetables. It is here that the
ambassador's discrefionary’fund -~ the $25,000 éuthority -~ can be used very
“effectively. In picking'up a theme Mr. Raullerson-introduced in his opening
statemeﬁt,‘the rationale operating in most disaster situations could be‘
~really quite-simple:: how do I help meet the Victim's'disastéf«Created needs'
kéepinq'his'short;fange nééd in mind, ahd‘doiné the’lea§£ harﬁ'pdssibie.in

the processi’ ;|

Projeét Qutreach is pﬁoViding us withvmost welcome tranéportation fuﬁding,

.but only for the purposes it was-intended’for:' landlogked countries.

Consider'for a moment this comple# case which lends itself to analysis and o 'i
a recommendation even if phraéed in terms of "there ought to be a law!": =
There is an on-going diéught in some sections of a country;'therevié a

FFP program throughou£ the éouﬁtry; the governﬁent is not declafing:a

drought emergency chiefly because the law réquires_that funds be released
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. automatically in case of an emergency; there is an economic cxrisis in the
country; the volag delivering food has an agreement with the government in
the regular program to transport food. There is no money available for -

- transport. Where do you go for funding?

There are many different ways of effeqtively recording and passing on

knowledge.

'As these accounts kept by illiterates show, you'dOn‘t have to be able to

‘read or write to keep the score. . - = o - R

The translation of the bottom row, for instance, would read: Three days

after Ascension (the footprints left behind) 2 fir trees sold for 9 florins

and 24 kreuzers, of which 2 florins have been received.

Buhler-Oppenheim, Kristin. Signs, brands, marks. Teufen, Switzerland: , =
Verlag Arthur Niggli, 1971, p. 94. ’
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 Pictographs are used chiefly as memory aids in passing on oral information.

This plan of a hawker and beggar in London is a guide for himself and his -
fellows. The signs have only local significance and usually méan something : _-~«§

only to those in the kno&.
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'LEGEND
No Good, too poor'and too sly i
. Pious folk, but all right on the whole ;
Hard casés,'over*expléited by too many beggars i

.VStop - 1f you have somethlng they need, they w111 , . .
~buy it from you - , o ‘ i : R &

;M

1

They are pretty experienced and smart, rlsky, be
ready for a month in goal

'Steer clear, you can easily get caught, Mind the dog.

"Go this Wayy it is beﬁter than the other way where.
" there is nothing to be had ’

Y o o ?'4 @ x

Effective? Yes.. Universal? No.

op. cit., p. 44-45
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A modern éictograph verslon of a lesson well 1earned»for-prepafedness is the -
following drawing which helps to describe the in—country'logistics.capability,
here the main points of the transportation network ~- when to effect trangfer
to maintain all safety levels downstream. This is calculated on the basis
 ‘of‘lead times, starting with the end user and backing up to the 1ssuance

L e

from the central warehouse.*
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* Fred Cole. Commodity distribution gystem: a prototype for the Sahel.

MS. OFDA, 1976.
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"We know from the diagram that there is a seasonal variance
and that each route and transfer point (save the RR) has
associated with it a maximum and a minimum number of days.
If we arbitrarily state that the villages are to be supplied
on the first day of each quarter, the April quantity for

" this village will have to leave the regional warehouse on

23 March (using maximum times) and will have to leave the central
warehouse 36 days prior to that.

Smoothing out the different lead days from any transfer point
to multiple sites downstream is simply a function of using the
longest intervening lead time while taking into consideration
safety stock levels and stock positions as periodically reported.

The benefit of utilizing the distribution system itself as a
logistics tuning device is simply to encourage continual feedback
and the resultant visibility of variable factors." -
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Downstream, of course, is used metaphorically referring to the flow of

material and not to the flow of the rlver..Government speech, llke any

- spec¢ialized speech, is full of amblgultles.-

Ambiguities in interpretation at times create interesting.problems.

A nurse at the Waterbuxy State Hospltal was in the yard
walking a couple of patlents who were recoverlng from
mental problems. A pass;ng bird dropped a calling card=J
on the:ﬁald head of one, and the nurse, eOIicitous for his’
‘,emotional‘balance) told'him not to worry-"just stay
right here.andVI'll go in the buildipgvand bring a piece of
toilet paper."
‘- When ehe;had disappeared the old man said to his
companion, "Ain't she a damn fool. That bird‘ll be a

quarter a mile away 'fore she gets back."

this might be considered a practical example of ambiguity in field emergencies.

- Common faults with existing documentation

"These obsexrvatiorns apply to both AID/W and reports from the field

®

®

_1mportant elements mlssing (Varlous reasons data simply not

avallable or 1t.was not provided because the causes
wvere too touchy, too complex, too embarassing, too

"self-evident", too time-consuming to sort out)

ambiguities
inaccuracies

imprecision

cablelese

A common problem with communications from the field is that too many

i\[

|
I

I
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iuassumptions are made hy the writer. One should not have'te interéret a cable
f ~This could mean a 1ossbdf'l—2 days. APlease.heep in mind that OFDA personnelv
.handllng a given case one day may not be the ones who have to deal with it
~ anothex day. .Duty'offlcers change weekly. Cautlon also should be exercised
;in ﬁunctuation in.translatiohs from'deeuments —~=. COImas and periods are used
_differently from language to lenguage;’this‘is; Of course,fimportanthin
: nﬂmetical»renderings too. Currencies should always he‘sonverhed to'thehe.

ldollar value, or both values provided.

The nature of an ISR system
The success of an information storage and retrieval system can be evaluated
by the user with the following criteria in mind: coverage, recall, preeisiOn,

tiﬁe, presentationAaﬁd the effo;tsit takes to obtain the desired answer.

The core of an information system is the index. This term covers all
teehhiques and methods whereby coded information is stored away so that
~reievant references on any subject can be retrieved and presented."An inverse
relationship exists between recall end precision.v While perfOrmanse of a
'fsystem is"largely dependent on the decisions taken at the indexip§ stage, the
- actual perfOrmance>in relation to a particular'searchvcan he effected hy the
search stretegy. If the search program is‘general, then high iecall can be5b
:obtained; if the program is vexy spe01fic, then. there w111 be a fall in the
recali‘ratio but a rise in the pre01sion*rat10. Rephrased: In a system

where input is . of high quality and indexing precise, the amount of relevant '

1nformat10n provided in response to any questlon w1ll be inversely proportlonal

to the specificity of the question.

|
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. N

But we need to know your side of past and current experiences.. We need to

St etior It

become more intelligent in the use of man's knowledge, Once this has
become second nature and a:canstant habit to the management of OFDA, we‘must . _ T
" ghare that with others with a need to know Wthh should help to correet any

misunderstandings about an event and truly enrich the communlcatlon Process.

In tomorrow afternoon's special Lnterest session on disaster assistarice weA

~want to explore an appropriate means for your recording, storlng and perhaps

" dissemination of lessons learned. We want to learn of your experlences,

_triumphs and frustrations in disaster preparedness and rellef If a problem'

.was an extraordinary, isolated, unique event to your area, it may nevertheless
.occur in some other area again. If, however, it is a constant everyday

phenomenon, it merits at least equal attention.






