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ACRONYMS 
  

Cap Capital level 

Co Coordinator (multiple: ‘Cos’) 

E2E End-to-End 

E-Cell Cell dealing with emergencies, also called ‘pool urgence’ 

ESC European Supply Centre 

FP Focal Point 

HoM Head of Mission (multiple: ‘HoMs’) 

HQ MSF OCB Brussels Office 

IC Internal Customers 

KSU Kenya Supply Unit 

Log Logistics 

MEAL Monitoring, evaluation, accountability and learning 

Med Medical 

MoH Ministry of Health 

MSF Médecins Sans Frontières 

OC Operational Centre 

OCB Operational Centre Brussels 

Ops Operations 

SCO Supply Chain Officer 

SEU Stockholm Evaluation Unit 
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EXECUTIVE SUMMARY 
Project background 

In 2012 MSF OCB started the implementation of an ‘End-2-End Supply Chain Reform’ with the objective to optimize the 
supply of OCB operations, in terms of cost, services and quality of products.  

In late 2015, MSF decided to conduct three evaluations: an internal evaluation, a benchmarking study and an evaluation 
of the Internal Customer point of view. This is the final report on this last evaluation , with the following specific 
objectives:   

1. Understand the current level of understanding, satisfaction and expectations of key stakeholders and 
customers of the Supply Chain function; 

2. By capitalizing on the collective experiences (positive and negative) of the Supply Unit’s key stakeholders, 
create knowledge necessary for setting up a system of continued monitoring of success of the Supply 
Chain function. 

 

Evaluation methods & limitations 

The Stockholm Evaluation Unit, under which this evaluation was undertaken, composed an Evaluation Management 
Team (led by Project Manager Greta Facile and with Supply Front Office Coordinator Montserrat Pairo and SEU 
Evaluation Referent Tim McCann), and engaged Kaat Boon as independent consultant.  

The consultant assignment started with an inception phase to establish a mutual understanding of what MSF seeks to 
achieve through this assignment, and to finalize methods and timing. Activities undertaken were study of 
documentation; briefings at HQ level and participation in the HoM and Med Coordination Week and the Supply Week. 

Subsequently, two surveys were sent out to the Capital and Field level: to the Internal Customers of the Ops, Med and 
Log Departments; and to Supply Cos and Supply FPs (Supply Focal Point: responsible for supply at project level). The 
response to the survey was rather limited (approximately at 20% each), which can be attributed to a combination of 
timing (over the summer holiday), survey fatigue, limited interest in the subject, and less than optimal targeting of 
survey takers. As such, outcomes of the survey are to be interpreted as tendencies rather than quantitatively 
representative outcomes.  

In addition, in-depth interviews were held with 12 Internal Customers at HQ and Director level (Departments Ops, Med 
and Log) and the 5 Supply Chain Officers.  

The greatest limitation to the assignment overall was a lack of clarity on the E2E Reform, the services provided by the 
Supply Unit and the concept ‘customer’. The assignment resulted in a consultation process as much as a measurement 
exercise, and findings are best understood as taking stock of ‘bottom-up’ perspectives.  

 

Conclusions 

A consistent understanding of the E2E Reform could not be obtained from the document review. Discrepancies exist 
between documents and perspectives on its objectives, materialization and end-game. This can be attributed to the 
fact that the E2E Reform is still being implemented, and that it is primarily implemented top-down so far.  

 

 Understanding and satisfaction of Internal Customers: 

During the HoM and Med Co Coordination Week and interviews with Internal Customers, it was clear that Internal 
Customers have experienced benefits from the End-2-End Reform and are positive in regards to its further 
implementation. 

Internal Customers at HQ level were found to have a limited common – shared by all – understanding of the E2E Reform 
in its entirety, and the current functioning of the Supply Unit. The link between challenges faced in supply and the 
objectives of the Reform, how materializations of the Reform reflect its objectives, and what the end-game of the E2E 
Reform is, isn’t expressed consistently  and clearly. Though understanding wasn’t directly investigated at Capital and 
Field levels, the survey responses suggest that a similar limited understanding exists at these levels.  
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Still, Internal Customers at HQ level are aware of specific projects that were implemented as part of the E2E Reform, 
such as for example the improvement of GDP (cold chain), rationalisation of supply in certain contexts (through 
improved coordination with partners or after intensified market assessments) – as they were confronted with these 
projects in their specific roles. Overall, the appreciation for these projects was positive.  

Specific confusion at HQ level that remains is around the differences between emergency and regular operations under 
the E2E Reform - related to that how urgency is dealt with; the balance between problem solving and procedures and 
maintaining utmost reactivity; and the roles of the SCO and MSF Supply under the Reform.  

Internal Customers at HQ level are on average quite satisfied (7.5 on 10) with how the objectives of supply are currently 
being met. The level of satisfaction is slightly lower on the Capital level and Field level (6.5 and 6.2 on 10 respectively). 
The Log Department is most satisfied, followed by the Med Department and the Ops Department. (respectively 7, 6.2 
and 5.8 on 10). Timely receipt of supplies scores lowest, closely followed by the acceptability of the cost of supplies and 
customer services.  

Particular aspects (ordering, procurement, transport, warehousing and MEAL (monitoring, evaluation, accountability 
and learning)) and sub-aspects of supply (such as stock management or ordering non-standard items) were scored 
overall at similar or lower levels. However, what was apparent is that this level of detail is difficult to study ‘on average’, 
and would require a closer look into specific operations or categories thereof. In addition, not all aspects of supply are 
understood as falling clearly under the responsibility and action-radius of the Supply Unit.  

 

 Self-estimation of performance by Supply Unit Staff: 

Supply Unit staff are well in-tune with their immediate Internal Customers (on the same level), as exemplified in their 
estimation of satisfaction with how the objectives of supply are currently being met (Supply Chain Officers), and which 
objectives are most challenging to meet (Supply Cos): top three for both is timeliness, cost and customer services.  

 

 Expectations and priorities for improvement of Internal Customers and Supply Unit staff: 

Looking at specific expectations in regards to supply, many of them are shared across the Supply Unit and its Internal 
Customers. Though there are differences between levels and Departments, there is quite a significant consensus.  

The prime expectation shared by Internal Customers and Supply Unit staff is that supply is to be at the service of 
operations, and that materializations of the E2E Reform need to maintain the greatest simplicity feasible. In addition, 
all recognize that supply is specific to operations and that such specificity needs to be taken more into account.  

Capital and Field levels clearly prioritize ‘involved’ improvement priorities in supply (improve collaboration, clarify roles  
etc.), whereas the HQ level prioritizes a combination of the same with options that maintain a certain ‘managerial 
distance’ from operations (more stress on procedures for example).  

In terms of specific issues, the ones that recurred most are: improve ordering and validation, improve local sourcing, 
include after sales service and in-use implications in selection of supplies, improve procurement of non-standard items, 
pay more attention to value for money, increase capacity of Supply Unit staff, simplify IT tools and integrate them better, 
improve warehouse management, improve communication and establish a system for performance monitoring.  

 

 Looking forward to continued monitoring of satisfaction to improve supply : 

The results of the survey and interviews pointed out that clarification of objectives, materialization and end-game (and 
the link between these) of the E2E Reform, and the current functioning of the Supply Unit, would allow for a more 
accurate measurement of understanding and satisfaction. In addition, how these elements are clarified impacts on 
which tools and methods would be most appropriate to inform the E2E Reform bottom-up going forward.  
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Recommendations 

1. Consider to drop the terminology ‘customer’ as it cannot be conceptually sustained  

The term ‘customer’ isn’t necessarily very helpful. Service delivery to operations is a quite well understood 
concept in the organization, as also the Department of Finance is for example regarded as delivering services to 
operations. It is moreover not clear what will be lost if this term is dropped. A clear mission and working method 
understood by all supply staff, and communicated to ‘customers’ as such, may be more helpful to position the 
Supply Unit as an identifiable entity.  

 

2. Consider consultative approaches to capitalize on experiences in the field rather than or alongside monitoring 

Rather than real time customer satisfaction monitoring it is worth considering adopting continuous consultation 
approaches to ensure that experiences in the field are translated into improvements of the supply function. Real 
time monitoring maintains a certain distance from reality, which has its benefit at times, but perhaps a more 
involved approach, or a combination, fits better with how MSF works and what it stands for. Moreover this 
assignment points out that a lot of perspectives on the improvement of supply are shared across the organization, 
but can only be fully understood by looking sufficiently closely.  

 

3. Increase commitment to operations, and take a more explicit standpoint towards it 

Customers and Supply Unit staff alike would appreciate a more clear and consistent commitment to operations. 
Though maturing the supply chain is equally necessary to serve specific operations better, putting the objective 
of serving operations in front, explicitly, could impact on the dynamics of the further E2E Reform implementat ion, 
for both ‘ends’ of the supply chain in particular: MSF Supply and the operations at Field level. In relation to that, 
it should be considered carefully how to position the people that realize the middle part.  

 

4. Consider feasibility of the practical improvement suggested by both the customers and Supply Unit’s staff 

Consider the practical improvements of the supply chain suggested by both Internal Customers and the Supply 
Unit staff well. Some are perhaps easily matched with supply technical solutions and may prove to be great 
improvements, whereas others might be more challenging. Keeping solutions at the simplest level possible is 
crucial in this. This is closely related to how well the organization succeeds in dealing with scale at the same time 
as specificity. 

 

5. Clarify how to deal with the ‘urgency’ of supplies under the E2E Reform 

Address how to deal better with urgent supply needs - or the urgency of supplies, to make a start in clarifying 
approaches towards emergency and regular operations, but also as an element in resolving issues with ordering 
and validation, timely delivery of supplies and maintaining reactivity in the organization.  

 

6. Clarify the objectives, materializations and end-game of the E2E Reform 

Determine what the objectives, materializations and end-game are for the improvement of the supply function 
to meet challenges of increasing complexity and volume. Mid-way into it, the E2E Reform has proven its value in 
many respects, thus there is the opportunity to open it up more to those that reap the benefits of it. That means 
communicating more and better about it, as well as welcoming input and feed-back. 

 

7. Look into options to offer the Capital and Field levels a wider pallet of options to ensure supply   

Start looking into options for how the Capital and Field level can be given a wider pallet of options in ensuring 
supply, such as coordination with other OCs and other suppliers, forms of outsourcing, regional warehousing, 
improved stock management, (semi-)automatic replenishment etc.  
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PROJECT BACKGROUND 
In 2012, MSF OCB decided to step up its end to end Supply chain capability, to avoid supply becoming a bottleneck in 
light of growing volumes and complexity. An ‘End-2-End Supply Chain Reform’ was launched, with the goal to optimize 
the supply of OCB operations, in terms of cost, services and quality of products. 

As part of the Reform, a new entity was created: “the OCB Supply Unit” which integrates all OCB supply chain activities 
(HQ, MSF Supply and field). The responsibility of this Supply Unit extends, as defined by the Reform, from the expression 
of a need by the customer, until the complete satisfaction of its request.  

A series of projects was set up, to fundamentally transform MSF OCB’s supply function and/or reinforce specific areas 
of expertise in supply. Examples are increasing the capacity to deal with cold chain (Good Delivery Practices), integration 
of Med and Log supplies in warehousing, introduction of dedicated supply roles in the field and within Cells etc. Another 
critical example is the continuity between international and local supply: 

 

The E2E Reform process was in first instance implemented primarily bottom-up.  

About 3 years into the E2E Supply Chain Reform, late 2015, MSF recognized the need to conduct three evaluations: 

- An internal evaluation of the performance of the Supply Unit (internal reporting, KPI etc.); 
- An external evaluation of the ‘state of affairs’ of all 5 OCs in MSF (benchmarking);  
- An evaluation of the Internal Customer point of view, towards capturing that view systematically, and 

consistently inform supply chain improvement needs in the future.  

The scope of this last evaluation is to identify tactics to sustainably improve the Supply Chain through establishing a real 
time customer satisfaction monitoring mechanism. This last evaluation is to be undertaken in three phases: 

 

The assignment this document reports on, fits in the context of the first phase of this third evaluation. The specific 
objectives are twofold: 

1. Understand the current level of understanding, satisfaction and expectations of key stakeholders and customers 
of the Supply Chain function; 

2. By capitalizing on the collective experiences (positive and negative) of the Supply Unit’s key stakeholders, create 
knowledge necessary for setting up a system of continued monitoring of success of the Supply Chain function. 
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EVALUATION METHODS & LIMITATIONS 
EVALUATION MANAGEMENT 

For the purpose of this evaluation, the Stockholm Evaluation Unit identified an Evaluation Management Team, led by 
Project Manager Greta Facile and with Supply Front Office Coordinator Montserrat Pairo and SEU Evaluation Referent 
Tim McCann. When Greta Facile ended her employment end of June, Montserrat Pairo took over the Project 
Management, supported by the Supply Chain Officers. End of May 2016, SEU engaged Kaat Boon as independent 
consultant – referred to as the ‘Consultant’- to execute the assignment. Please find her Terms of Reference in Annex 1. 

 

INCEPTION PHASE 

The assignment started with an inception phase of which the purpose was to establish a mutual understanding of what 
MSF seeks to achieve through this assignment, and to finalize the methods and timing of the assignment accordingly. 
The outcomes of the inception phase were captured in the inception report, see Annex 2.  

Activities undertaken during the inception phase:  

- Collection and study of documentation on the current functioning of supply within MSF; the organizational 
structure of MSF and the E2E Reform;  

- Extensive briefings with SEU, the Supply Front Office Coordinator and the Quality Officer;  and short briefings 
with a Supply Chain Officer, the Field Purchase Referent, the Head of the KSU, a QA Medical team member 
and the Portal and Extranet Officer; 

- Participation in the HoM and Med Co Week and the Supply Week – see Annexes 3 and 4.  
 

DATA COLLECTION METHODS 

Surveys 

Two (quantitative) surveys were launched to obtain perspectives from the Capital and Field level: 

- ‘INTERDEPARTMENTAL’: targeting Internal Customers at Capital and Field level (HoMs, Med Cos, Log Cos, Field 
Coordinators, Med Focal Points and Log Focal Points): to capture understanding, satisfaction and expectations 
with the Supply Unit and the E2E Reform; 

- ‘INTRADEPARTMENTAL’: targeting Supply Unit staff at Capital and Field level (Supply Co and Supply Focal 
Points): to capture understanding, satisfaction and expectations in regards to the support they receive from 
the Supply Unit HQ as instigated by the E2E Reform.  

The survey design was reviewed with the Evaluation Management Team and tested before the launch. Collaboration 
with Netigate (a provider of online survey software SEU works with) was sought to set-up the survey and verify that 
meaningful answers would be obtained. Please find the survey design in Annex 5. The run-time for the 
interdepartmental survey was about 5 and a half weeks, whereas the intradepartmental survey ran for about 4 weeks. 
Both were closed on the 19th of August. 

 

Please find below the targeted sample for both surveys, and the number of complete responses received:  

 

Table 1. Response rate interdepartmental survey 

 

 

Table 2. Response rate intradepartmental survey 

HoM Med Co Log Co Log/ Sup 

Co

Field Co Med FP Log FP Log/ Sup 

FP

TOT

Number of addressed 26 24 17 4 50 56 29 16 222

Number of responses 3 3 3 3 7 7 9 5 40

Response percentage 11.5% 12.5% 17.6% 75.0% 14.0% 12.5% 31.0% 31.3% 18.0%

Supply Co Supply FP TOT

Number of addressed 17 26 43

Number of responses 7 2 9

Response percentage 41.2% 7.7% 20.9%



 

10 
MSF  OCB Capitalisation of OCB Supply Unit “Customers” – Perspectives on the E2E Reform, by Stockholm Evaluation Unit 

 

The response rate for both surveys was low. This can be partially attributed to the fact that the survey was conducted 
over the holiday season. Since quite some surveys have been addressing MSF staff over the last couple of months, some 
survey fatigue may have been in play too. The E2E Reform and performance of the Supply Unit may not be the ‘hottest’ 
topic for the audience addressed, and this has most likely contributed to the low response rate as well. 

In addition, the survey was not well targeted to its audience, as discussed under limitations and constraints, see below.  

Please find in Annex 5 a more detailed analysis of the response rate to the survey.  

The low response rate has some consequences for the analysis of the data: 

- Since all types of roles responded to the survey, it was possible to separate data between Departments and 
levels (Capital and Field). Only the role of the Supply FP, with only two survey takers, has been left out of most 
of the statistics below. (Per statistic it is indicated which data have been taken into account.) 

- The surveys targeted to capture differences between regular and emergency operations. However, for the 
interdepartmental survey, only 3 complete responses from people active in an emergency operation were 
collected, and for the intradepartmental survey none. This could thus not be done. 

- The findings below cannot be considered as quantitatively representative, but they can be considered as 
actual tendencies, as the responses that were obtained are consistent with input obtained through the HOM 
and Med, and the Supply Weeks workshop sessions, and were internally consistent. 

 

Interviews 

The interviews targeted the understanding, satisfaction and expectations at HQ level with the E2E Reform and the 
current functioning of the Supply Unit. Internal Customers of Departments Ops, Med and Log were interviewed, as well 
as the Supply Chain Officers. Please find in Annex 6 the list of interviews held. 

The interviewees allowed the Consultant to obtain quantitative as well as qualitative data: 

- The interviewees were asked to complete some parts of the surveys - differentiated between interviewee 
‘types’ reflecting their particular insight and involvement in supply, as determined in collaboration with the 
Evaluation Management Team; 

- The interviewees were furthermore asked a series of questions, related to the survey questions, or more 
broadly about their perspectives on how supply is dealt with in MSF, and how the E2E Reform has impacted 
on that. These questions were determined by the Consultant, on the basis of prior briefings, workshop 
attendance, base documentation study and discussions with the Evaluation Management Team.  

 

DATA PROCESSING AND REPORTING 

After completion of the data collection, data processing was done. In the first instance, findings were compiled per data 
collection method and targeted group. In the second instance, findings per data collection method and group were 
triangulated and compared in order to draw draft conclusions and formulate draft recommendations.  

These were presented to the Evaluation Management team in the draft report, for feedback. After consideration of the 
feedback, the final report was submitted.  

 

TIMING 

The consultant started her assignment end of May, coinciding with the HoM and Med Co Week. The inception phase 
was concluded on the 17th of June, with the acceptance of the Inception Report. The draft report was submitted on 
the 1st of September, and the final report on the 30th of September. Please find the detailed timing in Annex 7.  

 

LIMITATIONS AND CONSTRAINTS 

 Impact of the timing over the summer holidays:  
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The completion of the assignment was foreseen for the 31 st of July. The timing of the assignment, over the summer 
holiday, accounts for most of the delay incurred: lacking survey contact list, runtime survey extended, hand-over of the 
Project Manager role during absences etc. Also, the interviews were planned around the absences of staff at HQ.  

 

 Buy-in from survey takers: 

The buy-in in the survey was limited and thus not all types of conclusions hoped for could be drawn; the most pertinent 
being the differences between regular and emergency operations; and the perspectives of the Supply FPs.  

Rather than having quantitatively representative outcomes, tendencies are obtained, as the responses that were 
received are consistent with input obtained through the HOM and Med Week, and the Supply Weeks workshop sessions, 
and were internally consistent. 

 

 Lack of clarity on the E2E Reform and the services provided by the Supply Unit: 

What however impacted most on the execution of this assignment, was the lack of clarity on what the intentions of MSF 
are with the E2E Reform, and towards the customers the Supply Unit delivers services to:  

- Since the E2E Reform is not clearly formulated, it was not clear what Internal Customers are supposed to 
understand, be satisfied about and have expectations for.  

- Though it is rather clear what the Supply Unit does, the specific services it delivers to its Internal Customers 
aren’t clearly outlined; what it agrees to be held accountable for by its customers is not spelled out.  

- A conceptualization of the types of customers, and what specific services they expect from the Supply Unit, 
was not available; Internal Customers were addressed as a homogeneous group. 

- Considering MSF staff as ‘customers’ is not done consistently, not in tools or procedures, nor in the way people 
speak. In many instances, the relationship between Supply Unit and the rest of MSF is described more as a 
‘collaboration’, and the ‘colleague’ relationship prevails. Moreover, the Supply Unit does not operate in a 
competitive environment. 

To counter the above, the Consultant established a base-line of what the Supply Unit is offering in terms of services, 
and what customers are supposed to understand, be satisfied with and have expectations against, see findings 
document review.  

The assignment resulted in a consultation process as much as a measurement exercise. The findings obtained through 
this assignment are best understood as reflecting the underlying ambition of this assignment: taking stock of ‘bottom-
up’ perspectives on the current functioning of the Supply Unit and the E2E Reform.  
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FINDINGS 
Please find the complete overview of findings in Annex 8. 

 

The following assumptions were developed, as part of this assignment, to function as basis for the rest of the assignment 
(for both data collection and analysis): 

 Objectives of supply to measure satisfaction against:  

The objectives of the supply function as laid out in the supply guidelines, were considered to be what the Supply Unit is 
prepared to be held accountable against by its customers. As the E2E Reform specifically has a better servicing of 
customers in mind, good customer relationships were added as an additional objective: 

OBJECTIVE 1: Supply of the correct types of supplies  
OBJECTIVE 2: Supply of the correct quality of supplies  
OBJECTIVE 3: Supplies being received in good condition 
OBJECTIVE 4: Supply of the correct quantity of supplies  
OBJECTIVE 5: Supplies being received in the correct location  
OBJECTIVE 6: Supplies being received in a timely manner  
OBJECTIVE 7: Supply and supplies of acceptable cost  
OBJECTIVE 8: Good customer services 
 

 Services that the Supply Unit offers to its customers, and customers expect to receive from the Supply Unit:  

A list of aspects and sub-aspects of supply that customers most likely expect Supply Unit’s services in was developed. 
Aspects: ORDERING / PROCUREMENT / TRANSPORT / WAREHOUSING / MEAL. Please find sub-aspects in Annex 5. 
Inspiration for this was taken from multiple sources, including the Supply Week workshop session.  
 

 How  the Supply Unit reaches its customer:  

At each level – Director, HQ, Capital and Field – dedicated supply functions have been put in place: the Supply Director, 
the Supply Chain Officers, the Supply Cos and the Supply Focal Points. These roles are the main channels for interaction 
between the Supply Unit and its Internal Customers.  

 

 Which critical issues are most likely to impact on the satisfaction of the customer: 

In addition, a checklist of critical issues was established (during the inception phase, and further refined throughout the 
assignment) against which the input from customers was collected and analyzed, as these critical issues would most 
likely help to understand the input from the customers:  

local versus international sourcing of supplies; emergency versus regular operations; Log versus Med 
supplies, and more generally, Departmental differences in appreciation of the Supply Unit; collaboration-
colleague relationship versus service provision-customer relationship; operation specificity of supply 
needs and opportunities; Supply Unit versus MSF Supply; supply through Supply Unit versus from other 
sources (MoH, other OCs, WHO or other). 

 

Using these assumptions as basis for data collection, the following findings were obtained , through survey and 
interviews: 

Internal Customers 

- Internal Customers at Capital and Field level: 

o Satisfaction with how well the 8 objectives of supply are currently being met by the Supply Unit 
o Satisfaction with how well aspects of ordering, procurement, transport, warehousing and MEAL are 

currently being dealt with by the Supply Unit 
o Priority setting for further improvement of supply 
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- Internal Customers at HQ level: 

o Level of understanding of the E2E Reform and the current functioning of the Supply Unit  
o Satisfaction with how the 8 objectives of supply are currently being met by the Supply Unit 
o Expectations vis-à-vis the E2E Reform and the functioning of the Supply Unit 

- Internal Customers at HQ, Capital and Field level combined: 

o Priority setting for further improvement of supply 

 

Supply Unit Staff 

- Supply Cos: 

o Level of challenge experienced in meeting the 8 objectives of supply 
o Satisfaction with the support received from Supply Unit HQ in meeting aspects of ordering, 

procurement, transport, warehousing and MEAL 

- Supply Chain Officers: 

o Estimation of how well the 8 objectives of supply are currently being met by the Supply Unit  
o Estimation of how well aspects of ordering, procurement, transport, warehousing and MEAL are 

currently being dealt with in operations 
o Expectations vis-à-vis the further E2E Reform and functioning of the Supply Unit 

- Supply Cos and Supply Chain Officers combined: 

o Priority setting for further improvement of supply 

 

Internal Customers and Supply Unit Staff Combined 

o Satisfaction with the 8 objectives of supply 
o Satisfaction with aspects of ordering, procurement, transport, warehousing and MEAL 
o Expectations vis-à-vis the further E2E Reform and functioning of the Supply Unit 
o Priority setting for further improvement of supply 

Please find these findings in Annex 8. 

 

In addition, the assignment clarified how to enable the development of a real time customer satisfaction monitoring 
system, or an alternative tool that allows to systematically and consistently capture perspectives from operations on 
supply to inform the further improvement of supply. This is included in Annex 8, as well as in the conclusions below.  
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CONCLUSIONS 
UNDERSTANDING, SATISFACTION AND EXPECTATIONS OF THE INTERNAL CUSTOMERS 

The E2E Reform could not be clearly understood out of the document review: discrepancies exist between different 
documents and perspectives on its objectives, materialization and end-game. This can be attributed to the fact that the 
E2E Reform is still being implemented, and that it is primarily implemented top-down so far.  

A series of assumptions was made in regards to the objectives of supply, the aspects of supply the Supply Unit covers, 
the critical issues in supply and the Supply Unit’s relationship with its customer etc., to use as a basis for the rest of the 
assignment.  

Whereas a measurement of satisfaction was obtained through the assignment, the assignment was therefore quite 
explorative.  

 

 Understanding  

Internal Customers are aware of specific projects that were implemented as part of the E2E Reform, as they were 
confronted with them in their specific roles. 

However, quite some different interpretations of the E2E Reform in its entirety exist alongside each other. The 
interviews with Internal Customers at HQ level brought this to the fore, and, though less explicitly, it was confirmed in 
the survey targeted at Internal Customers at Capital and Field level.  

At the HQ level, the understanding of the E2E Reform is mostly based on individual experiences with changes in supply 
or on having been closely involved in supply and/or the Reform.  

Also around the entity of the Supply Unit some lack of common understanding existed: how it is positioning itself in 
MSF, what type of service delivery it stands for, how it makes E2E supply happen etc.  

How emergency versus regular operations are, or should be, dealt with under the Reform was not interpreted by all in 
the same way. This confusion can be largely understood as related to how ‘urgency’ of supplies is dealt with on the one 
hand, and, on the other, the introduction of the SCO role in relation to how the role of MSF Supply is impacted by the 
E2E Reform. This last point is linked to an expectation of greater operational commitment of the entire Supply Unit 
under the E2E Reform.  

Out of the comments received as part of the survey, and the way in which different aspects of supply were rated by 
Internal Customers at Capital and Field level (see findings), it can be assumed that a level of confusion in regards to the 
Supply Unit exists there as well. Some survey takers stated not to be in contact with the Supply Unit, or ‘MSF Supply’ or 
the ‘Supply Department’, whereas they probably collaborate with Supply FPs and Supply Cos. It can thus be assumed 
that the Supply Unit is not perceived as a clear entity with a clear package of services and game-plan.  

 

 Satisfaction 

Consultation of HoMs and Med Cos during the Coordination Week in Brussels pointed out  that positive changes have 
been perceived in operations as consequence of the E2E Reform. There is a shared interest to continue the 
improvement of supply as it has been set in motion through the Reform. This was confirmed in interviews with Internal 
Customers at HQ level. 

Furthermore, through the interviews with Internal Customers at HQ level and survey of Internal Customers at Capital 
and Field level, it was possible to obtain a measurement of their level of satisfaction.  

 

Satisfaction with the 8 objectives of supply 

Satisfaction with the 8 objectives of supply of Internal Customers is at an average of 6.5 on 10. The HQ is more satisfied 
than the Capital and Field levels. The Log Department at Capital and Field level is on average, with a rating of 7 on 10, 
the most satisfied. The Ops Department is on average least satisfied, with an average scoring of 5.8 on 10. The Med 
Department sits in the middle, with an average scoring of 6.2 on 10.  
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Table 3. Satisfaction with how the Supply Unit meets the 8 objectives of supply, for all Internal Customer roles 

 

Mixed profiles of Log/ Supply have been excluded from this, as they cannot be considered customers in the same way 
as the others. They indicated an overall average satisfaction of 8.4 on 10.  

Besides differing substantially between Departments and levels, satisfaction ratings differed substantially between 
operations. Objectives considered well met in one operation were considered poorly met in others and vice versa.  

The objectives that are considered less effectively met are the timely receipt of supplies, the acceptability of the cost of 
supplies and customer services.  

The HQ level is the least consistent in this: satisfaction with the cost of supplies and customer services is not much lower 
than with other objectives. Also, the HQ expresses a greater level of satisfaction with the quantity of supplies and the 
location in which supplies are received, which is not reflected in the views of the other roles. On top of the fact that the 
HQ is clearly more satisfied than other levels, this shows that the HQ’s view on supply is significantly different from the 
Capital and the Field. 

The overall average scoring of the Capital level, at 6.5 on 10, and of the Field level, at 6.2 on 10, differs 0.3.  

 

Satisfaction with aspects of ordering, procurement, transport, warehousing and MEAL 

As part of the survey, Internal Customers at Capital and Field were asked how satisfied they are with the following main 
aspects of supply: 

ORDERING 
PROCUREMENT 
TRANSPORT 
WAREHOUSING 
MEAL  

In the survey, these aspects were broken down into their relevant sub-aspects. These were each rated individually. 
Please find that detailed rating of sub-aspects in Annex 8. 

Overall outcomes differed substantially between Departments: 

- The Log Department scored all these aspects, on average, above the level of acceptable, with the exception of 
only some sub-aspects.  

- The Ops Department was overall less positive, and scored these five aspects as not satisfactory dealt with.  
- The Med Department’s scoring hovered around the level of acceptable, only procurement was scored 

considerably less than acceptable.  
- Combining all Departments, procurement and MEAL were the two aspects Internal Customer found slightly less 

than acceptable, and ordering, transport and MEAL slightly more than acceptable.  

Overall, Internal Customers see a substantial improvement margin for most aspects of supply.  

Quite some of the survey takers however stated not to have received certain types of services from the Supply Unit and, 
even more, not to consider certain aspects or sub-aspects of supply relevant to their Mission, Project or role. As this is 
definitely true for some people, aspects or sub-aspects (due to the particularity of the operation and how supply is 
organised in it), the great number of these types of answers points at a degree of confusion in regards to all activities 
that are part of supply and thus fall under the responsibility of the entity ‘Supply Unit’.  

HQ HOM Med Co Log Co

Field 

Co Med FP Log FP AV

Types of supplies 7.3 6.7 6.7 7.3 6.4 6.6 6.8 6.8
Quality of supplies 7.7 6.3 7.0 8.3 6.6 7.3 7.0 7.2
Condition of supplies 7.2 6.7 7.0 8.3 6.1 7.1 7.8 7.2
Quantity of supplies 7.9 7.7 6.3 8.3 5.6 5.9 6.8 6.9
Location of receipt 8.8 6.3 6.7 7.0 7.0 6.9 7.0 7.1
Timely receipt 6.4 5.0 4.0 5.7 3.9 4.0 5.9 5.0
Acceptable cost 7.3 5.3 6.0 6.7 5.0 6.0 6.7 6.1
Customer services 7.4 5.0 5.7 6.3 3.7 5.6 6.6 5.7
Average 7.5 6.1 6.2 7.2 5.5 6.2 6.8 6.5
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Combining the lower satisfaction of the Field level with the 8 objectives of supplies with their rather lower rating of how 
the different aspects and sub-aspects of supply are dealt with, suggests that the Field level is more distanced from the 
Supply Unit than the other levels. 

The outcome of the rating of these five aspects of supply, and their relevant sub-aspects, reconfirms that ‘Internal 
Customers’ are not a homogeneous whole, and that supply is very specific to Departments, operations and levels in 
operations. Thus, for the Supply Unit to understand better how to deal with these aspects and sub-aspects of supply to 
meet the needs of operations, a closer look into specific operations, or categories thereof, would need to be taken.  

 

 Expectations 

Internal Customers have specific views on how the supply function should work, and there is a high level of agreement 
on that. Out of the interviews with Internal Customers at HQ level, a series of clear and widely shared expectations in 
regards to the further implementation of the E2E Reform came forth: 

 

Main expectations on strategic level that are widely shared: 

The E2E Reform is to be completed, with the premise that optimal reactivity is not undermined and the below 
points are taken into consideration 

Serving operations is the prime objective: the E2E Reform should not be a goal in itself but a mere strategy to reach 
that objective  

‘Keep it simple’ – be realistic in ambitions, reflect what is feasible 

Supply is to fit specific operations / put the customer central / increase operational commitment 

Avoiding ruptures / ensuring availability of supplies is the real measure of success for the Supply Unit  

Greater innovation, think more broadly about supply, broaden the variety of approaches  

 

Main expectations on a more practical level – brought up by 3 or more of the 10 interviewees (many by all): 

Increase the capacity of the Supply Co 

Clarify the role of the SCO, how the E2E Reform impacts on MSF Supply, and the relationship between the two  

Context specific knowledge to be retained better 

Tracking of supplies to be improved 

Improve IT tools 

Consider value for money 

Improve local sourcing of supplies, broaden options and approaches 

Improve the ordering and validation process 

After sales services, support in maintenance, repairs and back-ups to be improved 

Access alternative supply sources locally, or internationally through MSF Supply  

Better sourcing of non-standard items / dealing with technical orders 

Consider an E-stock for regular operations 

Supply Unit to deal with warehouse management 

Importance of communication between Departments and the Supply Unit 

Monitoring of performance is required 

Local transport to receive more support 

Political aspects of supply to be developed 
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Last-mile is an operational activity 

Table 4. Expectations expressed by Internal Customers at HQ level 

 

Furthermore on the HQ level, a quite lively debate exists around how emergency operations should or will be impacted 
by the E2E Reform. The debate is linked to: 

- how ‘urgency’ of supplies is dealt with;  
- the roles of the SCOs and MSF Supply as defined under the E2E Reform;  
- maintaining a problem solving mentality under an increase of complexity and procedures;  
- and maintaining utmost reactivity.  

This debate touches upon the essence of the organisation as emergency responder, and can well be considered as close 
to the essence of concerns in regards to the E2E Reform. 

Though the survey with the Capital and Field level didn’t allow to go into such depth, the outcomes of the HoM and 
Med Co Week workshop session and the answers to open questions in the survey don’t contradict the above but rather 
confirm it. Many of the above aspects were indeed also mentioned by the Capital and Field level, though they also 
expressed some more practical expectations such as more support in negotiating in local procurement processes. 

The priority setting exercise allowed to get some additional insight into the expectations of Internal Customers at Capital 
and Field level. In that, all Internal Customers were asked to identify, out of a pre-established list of options, their top 3 
priorities for further improvement of supply.  

The outcomes of this exercise, see below, show that Internal Customers are in agreement on many aspects of supply, 
but that some substantial differences between the levels nevertheless exist. One example is that, in comparison to the 
Capital and Field levels, the HQ level more often prefers improvement options with a certain ‘managerial distance’, 
whereas the Capital prefers more involved options. 

Please consult Annex 8 for the full analysis.  

 

 

 

 



 

18 
MSF  OCB Capitalisation of OCB Supply Unit “Customers” – Perspectives on the E2E Reform, by Stockholm Evaluation Unit 

 

 

 

 

Table 5: Relative priority setting for further improvement of supply by Internal Customers at HQ, Capital and Field level 

 

In addition, the differences in satisfaction rating between the HQ, Capital and Field level, illustrate that there are 
differences in perspectives on supply between the different levels.  

Regardless of these differences however, the consensus among Internal Customers about how the supply function 
should evolve and what the critical points are is quite great. What jumps out most is the commitment to operations and 
the need to find supply solutions that fit the actual needs, challenges and opportunities of specific operations.  

In that sense, it is conceivable that the further definition of the E2E Reform and the resulting Supply Unit is done with a 
greater input from Internal Customers. It could even be argued that there is an opportunity to create an organisation 
wide consensus on supply, and that the E2E Reform is used as a vehicle to achieve that. That is of course, if the 
experiences, observations and suggestions, and even frustrations, of customers can be matched with the appropriate 
supply technical solutions - that have their reach and limitations in their own right.  

 

 Overall 

Internal Customers are on average moderately positive about how supply is dealt with now. However, important 
‘pockets of dissatisfaction’ or ‘concern’ exist, as for example with the Ops roles in the Capital and Field; around specific 
aspects of supply such as the IT tools or the after sales service; around the risk of undermining the reactiveness of the 
organisation; around specific issues encountered in specific operations that undermined operational capacity; etc. 
(Please consult Annex 8 for a full overview) Internal Customers see a substantial margin for further improvement of the 
supply function overall.  

Customers furthermore agree quite substantially on how the supply function can furthermore be improved. Their 
expectations in regards to supply are quite clear.  
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To be able to capture their input better however, it would be helpful to present them with a clearer picture of the Supply 
Unit and the E2E Reform. That would allow them to give more targeted input, and would perhaps also increase their 
motivation to contribute. Addressing customers without differentiating between roles (Departments and levels), being 
clear about what they can expect and hold the Supply Unit accountable against, and while many of them work in a 
colleague relationship with the Supply Unit staff is perhaps not the most suited.  

In addition, when particular aspects and sub-aspects of supply are addressed, a closer look into specific operations, or 
categories thereof, would be required.  

 

PERSPECTIVES OF THE SUPPLY COS AND SUPPLY CHAIN OFFICERS 

The staff of the Supply Unit that was addressed in this assignment is the staff that has been brought about by the E2E 
Reform: the Supply Chain Officers, the Supply Cos and the Supply FPs. They were asked for their perspectives on the 
current functioning of the Supply Unit and the ongoing Reform.  

In-depth interviews were held with all Supply Chain Officers, and a survey went out to all Supply Cos and Supply FPs 
(mixed roles Log/Supply were covered by the Internal Customer survey thus are excluded from this part). Response 
from the Supply FPs was however too limited to take them up in analysis (most of it).  

The same issues were discussed as were discussed with the Internal Customers. That offers a measure of how well on 
track these new roles are with understanding the needs of their customers.  

 

 Understanding 

Supply Chain Officers express to be quite clear about what their role is; a role that has been newly introduced as part 
of the E2E Reform. Still, Supply Chain Officers and Supply Cos alike express a need to clarify their roles as an element to 
improve collaboration with customers. For the SCOs this came forth out of the interviews, while the Supply Cos 
expressed this especially in their relative priority setting for further improvement of supply.  

 

 Satisfaction 

Satisfaction with the 8 objectives of supply 

The Supply Cos rated the same 8 objectives in supply as the Internal Customers did, but they were asked to rate them 
according to what they consider the most challenging. See below: 

 

Table 6: Rating of which of the 8 objectives of supply the Supply Cos find most challenging to meet 

 

On average, for international and local sourcing combined, they chose the same 3 objectives as the Internal Customers 
at Capital and Field level indicated to be least satisfaction with: the timeliness of supplies, the acceptability of the cost 
and the customer services.  

There were differences in rating between different Supply Cos, which indicates that challenges differ much between 
operations. Though the scoring for international and local sourcing differed a bit, the tendencies were the same.  

Supply of the correct
types of supplies

Supply of the correct
quality of supplies

Supplies received in
good condition

Supply of the correct
quantity of supplies

Supplies received in the
correct location

Timely receipt of
supplies

Supplies of acceptable
cost

Good customer services

Local sourcing International sourcing
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The SCOs on the other hand were asked to estimate how well, in their opinion, the 8 objectives of supply are met. 

 

Table 7. Self-estimation by the SCOs of how well the 8 objectives of supply are met 

 

With an overall rating of 7.6 out of 10, the SCOs score the meeting of the 8 objectives in supply 1.1 on 10 higher than 
all the Internal Customers combined do. In fact, their scoring is more in line with the scoring of Internal Customers at 
HQ level only (scoring of 7.5 on 10). This confirms that SCOs are quite well in-tune with their immediate customers at 
HQ level.  

It also illustrates that perspectives on supply between HQ on the one hand (internal and Supply Unit combined), and 
Capital and Field (internal and Supply Unit combined) on the other hand, differ somewhat. This was furthermore 
confirmed in the priority setting exercise, see below. 

The lowest score of the SCOs goes, for local and international sourcing combined, to the acceptability of cost and not 
to timely receipt of supplies and good customer services. In the interviews it was clarified that SCOs see quite some 
options to reduce the cost of supplies, both for international as local sourcing. SCOs are thus just as concerned about 
obtaining value for money as Internal Customers. It also reflects the critical voices of the Internal Customers in regards 
to procurement. 

Lastly, SCOs found it difficult to give an overall rating across the different operations and Departments they serve, as 
differences are substantial. 

 

Satisfaction with aspects of ordering, procurement, transport, warehousing and MEAL 

The Supply Cos were asked to rate their level of satisfaction with the support received from the Supply Unit HQ for the 
different aspects and sub-aspects of supply: ORDERING, PROCUREMENT, TRANSPORT, WAREHOUSING, MEAL. Please 
consult Annex 8 for the full analysis.  

The Supply Cos rated almost all sub-aspects as supported above the level of acceptable.  

Quite some Supply Cos stated not to need support from the Supply Unit HQ for ordering, transport and warehousing, 
whereas a lesser amount stated not to need support for procurement and MEAL. This gives an indication of where they 
see the role of the Supply HQ as most relevant.  

The SCOs are a bit less positive about how different aspects and sub-aspects are dealt with in operations. They scored 
most aspects just below the level of acceptable.  

SCOs however highlighted that differences between Departments, international and local sourcing, contexts and the 
capacity available in operations made it quite difficult to come up with an overall scoring. Many operations are thus also 
served quite well in many aspects from their perspective.  

This, together with the outcomes obtained from the Internal Customers on these different aspects, confirms that this 
level of detail cannot really be meaningfully discussed at the general level, but requires diving deeper into specific 
operations or categories of operations.  

 

 Expectations 

The in-depth interviews with the SCOs allowed to understand what some of their expectations are in relation to the E2E 
Reform going forward. These expectations were expressed by at least two of the SCOs, and many by more.   

Supply of the correct types of supplies 7.2 10 8.4 10 7.8 10

Supply of the correct quality of supplies 6.8 10 8.6 10 7.7 10

Supplies received in good condition 7.2 10 7.6 10 7.4 10

Supply of the correct quantity of supplies 8 10 9 10 8.5 10

Supplies received in the correct location 9.4 10 9.6 10 9.5 10

Timely receipt of supplies 7.6 10 6 10 6.8 10

Supplies of acceptable cost 5.8 10 6.4 10 6.1 10

Good customer services 7.4 10 6.8 10 7.1 10

Average 7.4 7.8 7.6

local international int + local
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Operations are priority, put the customer more central 

Reflect operation specific challenges better 

Keep it simple, feasible 

Improve ordering and validation process 

Clarify and improve working relationship with MSF Supply, ensure they understand role of SCO well 

Take measures to improve collaboration overall 

Increase capacity of Supply Cos, or increase capacity of supply at Capital and Field level otherwise 

Ease procedure to access supplies in emergencies 

Improve local sourcing of supplies, from ‘buying’ to ‘purchasing’  

Pay more attention to value for money 

Improve quality of supplies, be more strategic about it 

Monitoring of performance, KPIs to reflect reality better 

Invest in determining realistic delivery times 

Make the ordering of non-standard items more smooth 

Deal with after sales services 

Table 8. Expectations of the SCOs 

 

Expectations of the Supply Cos, for as much as they could be captured, were mostly confirming, though some other 
priorities were defined in the priority setting exercise.  

The expectations of the SCOs are very much in line with what the Internal Customers expressed, though the Internal 
Customers had a broader set of expectations. 

 

PERSPECTIVES OF INTERNAL CUSTOMERS AND SUPPLY UNIT STAFF COMBINED 

 Expectations 

Please find below the combined expectations of all stakeholders addressed in the assignment as they were explicitly 
mentioned. 

 

Main expectations shared by Internal 
Customers at HQ level 

Highlighted by individual Internal 
Customers at Capital and Field 

level 

 

Expectations brought up by 
two or more SCOs  

 

Highlighted by individual 
Supply Cos 

The E2E Reform is to be completed, with 
the premise that optimal reactivity is not 

undermined and the below points are 
taken into consideration 

No projects without dedicated 
supply team + supply to be more 

organized and focused + E2E 
Reform to be committed to 
completely 

 Importance of having 
supply at the strategic and 

planning level 

Serving operations is the prime objective: 

the E2E Reform should not be a goal in 
itself but a mere strategy to reach that 
objective  

Greater focus on meeting the 

needs of operations + improve 
accountability of MSF Supply to 
operations 

Operations are priority, put 

the customer more central 

 

‘Keep it simple’ – be realistic in ambitions, 
reflect what is feasible 

Keep it simple and realistic, fitting 
with what feasible + minimize 

workload on project sites 

Keep it simple, feasible Limit information making 
and sharing to what is 

actually needed, keep it 
simple 
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Supply is to fit specific operations / put 
the customer central 

Context and operation specific 
aspects to be taken more into 
account 

Reflect operation specific 
challenges better 

 

Avoiding ruptures / ensuring availability 
of supplies is the real measure of success 

for the Supply Unit 

   

Greater innovation, think more broadly 

about supply, broaden the variety of 
approaches 

Flexibility to accommodate for 

non-regular situations to be 
increased 

  

Increase the capacity of the Supply Co Supply Cos to complement 
technical with coordination 

expertise + supply more than just 
a piece of paper 

Increase capacity of Supply 
Cos, or increase capacity of 

supply at Capital and Field 
level otherwise 

 

Clarify the role of the SCO, the changes to 
the role of MSF Supply, and the 
relationship between the two 

 Increase understanding of 
MSF Supply of SCO role 

 

Context specific knowledge to be retained 
better 

Greater continuity when staff 
changes 

  

Tracking of supplies to be improved Allow to maintain a better 
overview over supplies 

 Better tools to track orders 

Improve IT tools update user interface, integrated 
and compatible + ordering tools 
to be simplified + more 
information and training  

  

Consider value for money Easy gains can be made + 
coordinate better with finance 

Pay more attention to value 
for money 

 

Improve local sourcing of supplies Improve local market accessibility 
and quality + more proactivity, 
flexibility and openness to 
identifying alternative sources of 
supplies + more support in setting 
up local supply chains 

Great improvement margin 
in local sourcing 

Support in local sourcing of 
Med supplies + training on 
local procurement in 
operations + support supply 
agreements and 
negotiations 

Improve the ordering and validation 
process 

Reduce time lost in ordering, and 
increase sense of responsibility in 
validation 

Improve ordering and 
validation process 

 

After sales services, support in 
maintenance, repairs and back-ups to be 
improved 

 Deal with after sales 
services 

 

 

Access alternative supply sources locally, 
or internationally through MSF Supply 

Assess the market for new and 
more reliable suppliers + consider 
more regional procurement 

  

Better sourcing of non-standard items / 

dealing with technical orders 

Sourcing of non-standard items to 

be improved 

Ordering of non-standard 

items to be more smooth 

 

Consider an E-stock for regular operations  Regular operations to 

mobilize supplies with 
urgency more easily 

 

Supply Unit to deal with warehouse 
management 

Warehousing and stock follow-up 
to be improved a lot + better 
coordination between sourcing 

and management of Med stock 

 Low cost solutions for small 
warehouse areas + better 
soft and hardware, scanning 

system 

Importance of communication between 

Departments and the Supply Unit 

Better communication and 

collaboration + supply to be 
present in coordination and 

planning meetings + ensure 

everyone knows how the Supply 
Unit works 

Take measures to improve 

collaboration overall + 
clarify and improve working 

relationship with MSF 

Supply 

Two-way information 

sharing to be improved – 
between customers and 

supply + better definition of 

roles and responsibilities 

Monitoring of performance necessary Providing regular feedback on the 
performance of supply to inform 

KPI’s to better reflect reality  
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improvements + KPIs to be 
improved 

Local transport to receive more support   Support in development of 
cost effective and up to the 
standard transport plans 

Political aspects of supply to be 
developed 

   

Last-mile is an operational activity    

 Support QA more in local sourcing 
of Med supplies 

Improve quality of supplies, 
be more strategic about it 

 

 Importance of reducing delivery 
times from MSF Supply 

  

 Checking of damages before 
supplies reach final destination 

  

 Include supply in mission 
briefings, more training 

  

 

Table 9. Combined expectations of Internal Customers, SCOs and Supply Cos 

 

 Priority setting for further improvement 

Which relative priorities Internal Customers and Supply Unit staff as a whole identified for the further improvement of 
the supply function is presented below.  

Not all possible options were however presented to them, as they were not all clear at the start of the ass ignment. The 
expectations listed above complete the options presented.  

In this, each role got one ‘vote’, the sample size of different roles has no impact on the outcomes.  

      

            

 

Table 10. Relative priority setting for further improvement of the supply function, all combined.  

 



 

24 
MSF  OCB Capitalisation of OCB Supply Unit “Customers” – Perspectives on the E2E Reform, by Stockholm Evaluation Unit 

In the first series of improvement options proposed (above left), a clear shared preference for more timely delivery of 
supplies is expressed, and, secondly, though substantially less strong, for improvement of collaboration.  

In the second series (above middle), simplification of ordering in regular operations is preferred alongside facilitating 
ordering of non-standard items and making ordering tools easier to use. Also simplifying ordering in emergency 
operations scores quite high.  

In the third series (above right), the clarification of roles and responsibilities is clearly preferred. Also preferred are 
improving collaboration, integrating supply more in operation’s decision making and learning more from context specific 
experiences.  

In the fourth series (below left), preferences are less explicit. Preferred is the increase of skills and capacity of supply 
staff.  

In the last series (below right), improving ordering from local suppliers and increasing capacity to deal with context 
specific challenges clearly have the preference.  

Options in regards to accessing other sources of supplies, or accessing sources of supplies differently, weren’t 
convincingly preferred. However, the other data collection did point out that, as well for Internal Customers as for 
Supply Cos and SCOs, looking into alternative sources or sourcing of supplies was considered a valid route.  

Furthermore, Internal Customers and Supply Unit staff alike prefer improvement options that are ‘involved’ over options 
that maintain a ‘managerial distance’. Both groups focus on improving collaboration, clarifying roles and responsibilities, 
looking into the specificity of operations, increasing capacity and skills of supply staff over more procedural approaches 
to supply function improvement.  

 

LOOKING FORWARD TO REAL TIME CUSTOMER SATISFACTION MONITORING 

One of the objectives of this assignment was to obtain information necessary to start the development of a real time 
customer satisfaction monitoring system.  

This assignment provided the following insights: 

To measure customer understanding, satisfaction and expectations to greater detail, the Supply Unit could be more 
explicit about what customers are supposed to understand, what services the customers expect to receive from the 
Supply Unit and what aspects of supply the Supply Unit wants to be held accountable for by its Internal Customers. A 
better definition of the objectives, materialization and end-game of the E2E Reform is necessary for this.  

In addition, the customer is to be ‘profiled’, and the now homogeneous group of customers is to be specified into types. 
The above points are to be clarified for each type of customer, and satisfaction monitoring methods adapted to that.  

It should also be considered that, as long as customers don’t see themselves as customers it is difficult to address them 
as such.  

It is possible to consider continuous consultation methods as an alternative to real time customer satisfaction 
measurement, as agreement among Internal Customers on what is furthermore to be improved to supply is quite great.  

Considering that it was difficult to obtain a good average understanding of how specific technical aspects and sub-
aspects of supply are dealt with, it is worthwhile to design measurement tools that capture operation specificities better. 
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RECOMMENDATIONS 
1. Consider to drop the terminology ‘customer’ as it cannot be conceptually sustained  

The term ‘customer’ isn’t necessarily very helpful. Service delivery to operations is a quite well understood 
concept in the organization, as also the Department of Finance is for example regarded as delivering services to 
operations. It is moreover not clear what will be lost if this term is dropped. A clear mission and working method 
understood by all supply staff, and communicated to ‘customers’ as such, may be more helpful to position the 
Supply Unit as an identifiable entity.  

 

2. Consider consultative approaches to capitalize on experiences in the field rather than or alongside monitoring 

Rather than real time customer satisfaction monitoring it is worth considering adopting continuous consultation 
approaches to ensure that experiences in the field are translated into improvements of the supply function. Real 
time monitoring maintains a certain distance from reality, which has its benefit at times, but perhaps a more 
involved approach, or a combination, fits better with how MSF works and what it stands for. Moreover this 
assignment points out that a lot of perspectives on the improvement of supply are shared across the organization, 
but can only be fully understood by looking sufficiently closely.  

 

3. Increase commitment to operations, and take a more explicit standpoint towards it 

Customers and Supply Unit staff alike would appreciate a more clear and consistent commitment to operations. 
Though maturing the supply chain is equally necessary to serve specific operations better, putting the objective 
of serving operations in front, explicitly, could impact on the dynamics of the further E2E Reform implementat ion, 
for both ‘ends’ of the supply chain in particular: MSF Supply and the operations at Field level. In relation to that, 
it should be considered carefully how to position the people that realize the middle part.  

 

4. Consider feasibility of the practical improvement suggested by both the customers and Supply Unit’s staff 

Consider the practical improvements of the supply chain suggested by both Internal Customers and the Supply 
Unit staff well. Some are perhaps easily matched with supply technical solutions and may prove to be great 
improvements, whereas others might be more challenging. Keeping solutions at the simplest level possible is 
crucial in this. This is closely related to how well the organization succeeds in dealing with scale at the same time 
as specificity. 

 

5. Clarify how to deal with the ‘urgency’ of supplies under the E2E Reform 

Address how to deal better with urgent supply needs - or the urgency of supplies, to make a start in clarifying 
approaches towards emergency and regular operations, but also as an element in resolving issues with ordering 
and validation, timely delivery of supplies and maintaining reactivity in the organization.  

 

6. Clarify the objectives, materializations and end-game of the E2E Reform 

Determine what the objectives, materializations and end-game are for the improvement of the supply function 
to meet challenges of increasing complexity and volume. Mid-way into it, the E2E Reform has proven its value in 
many respects, thus there is the opportunity to open it up more to those that reap the benefits of it. That means 
communicating more and better about it, as well as welcoming input and feed-back. 

 

7. Look into options to offer the Capital and Field levels a wider pallet of options to ensure supply   

Start looking into options for how the Capital and Field level can be given a wider pallet of options in ensuring 
supply, such as coordination with other OCs and other suppliers, forms of outsourcing, regional warehousing, 
improved stock management, (semi-)automatic replenishment etc.  
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ANNEX II: INCEPTION REPORT 
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