Department for Media and Communication
Lund University

Sweden

MKV404

Thesisautumn 2005

Selling relationships for a better world

- A study showing the importance of relationships and

communication in global procurement organizations

Supervisor
Author

: Fredrik Miegel
: Fredrik Carleson



Abstract

Author : Fredrik Carleson

Supervisor: Fredrik Miegel

Title: Selling Relationships for a Better World - A study showing the importance of relationships and
communication in global procurement organizations

Department: Department for Media and Communication Science, Lund University

Problem: Inter Agency Procurement Services Office (IAPSO) is an office within United Nations
Development Programme (UNDP) that handles procurement for governments, non-governmental
organizations (NGO’ s), United Nations agencies, international finance institutions etc. Annually all UNDP
offices and organizations are measured for performance and customer satisfaction in a quantitative Bureau
of Management (BoM) survey. Between 2002 and 2004 |APSO’ s ratings dropped from 69% to 54% which
had major political implications for the organization. IAPSO has since 2002 utilized a quantitative online
survey to measure customer satisfaction; this survey shows a very high satisfaction rating through 2002 to
2004. In order to understand why the two surveys presented different results a third quantitative survey was
undertaken. The third survey showed high customer satisfaction but could not explain the low rating in the
BoM survey. In both the online survey and the third survey comments provided by the respondents are
somewhat contradictive to answers given in bound questions, perhaps indicating that there are issues not
captured in the surveys. The different outcomes of the surveys have made staff at |APSO unsure of how the
organization is perceived externally raising more questions than answers and so thisthesisaimsto
understand how IAPSO is perceived externally.

Purpose: The purpose of the thesisisto get a holistic view of how IAPSO is perceived externally using
grounded theory and symbolic interactionism. Previous quantitative studies fail to give a whole picture of
how IAPSO is perceived externaly. To achieve the purpose there is a need to understand how IAPSO’s
stated goals and vision are interpreted, the internal perception and the external perception, and to examine
how communication/interaction (or lack thereof) between actors affects the perception.

Conclusion: The result show that even though staff members of IAPSO have an accurate picture of how
IAPSO is perceived externally and are aware of their customers needs and problems, IAPSO’ svision and
stated goals are unclear (both internally and externally) which influence customer experience and affect
how and what internal staff communicate to customers, the results show the importance of personal
relationships and functional communication. IAPSO do not only provide services, they also sl
relationships.

Key words: Grounded theory, symbolic interactionism, Relationship, Customer Experience Management,
Procurement, organization communication
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1 Introduction
Inter Agency Procurement Services Office (IAPSO) is an office within United Nations

Development Programme (UNDP) that handles procurement for governments, non-
governmental organizations (NGO’ s), United Nations agencies, international finance

ingtitutions etc?.

1.1 Why this survey was initiated
Annualy all UNDP offices and organizations are measured for performance and

customer satisfaction in a quantitative Bureau of Management (BoM) survey. Between
2002 and 2004 IAPSO’ s ratings dropped from 69% to 54% which had mgjor politica
implications for the organization. IAPSO has since 2002 utilized a quantitative online
survey to measure customer satisfaction; this survey shows a very high satisfaction rating
through 2002 to 2004. In order to understand why the two surveys presented different
results a third quantitative survey was undertaken. The third survey showed high
customer satisfaction but could not explain the low rating in the BoM survey. In both the
online survey and the third survey comments provided by the respondents are somewhat
contradictive to answers given in bound questions, perhaps indicating that there are issues
not captured in the surveys. The different outcomes of the surveys have made staff at
|APSO unsure of how the organization is perceived externally raising more questions
than answers and so this thesis aims to understand how |APSO is perceived externally.

1.2 Purpose and objectives

The purpose of the thesisisto get a holistic view of how IAPSO is perceived externally
using grounded theory and symbolic interactionism. Previous quantitative studies fail to
give awhole picture of how IAPSO is perceived externally. To achieve the purpose there
is aneed to understand how IAPSO’s stated goals and vision® are interpreted, the internal
perception and the external perception, and to examine how communication/interaction
(or lack thereof) between actors affects the perception. Existing quantitative surveys are
used as a starting point for further investigation.

! See http://www.iapso.org for more information about |APSO
2 Available in appendix J
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Type of
relation

Type of actor

External actor Satisfaction

Understanding of
IAPSO’s
"business idea”

External perception

Perceived
values

Actual perception

Believed self
perception

IAPSO’s stated
goals and vision

Internal Perception

Figure 1: Brainstorm typology

To formulate the objective | used a mind mapping picture (Figure 1) visualizing the areas

to be investigated resulting in the research question:

Which differences and similarities exist between the external and internal
per ception of |APSO and how arethey connected to |APSO’ s goals and vision?

1.3 Commonly used terminology in IAPSO
In the thesis there are references to important terms used in the daily work by IAPSO

staff members that might not be clear to persons outside the organization; this

terminology is presented in appendix H and is recommended reading.
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2 Theoretical framework
Presented in this chapter is the theoretical framework used for this thesis.

2.1 Media and communication science and the issue of
organizational communication
Media and communication science is arelatively young interdisciplinary field of research

taking influence from many research areas. Organization communication is a subject
studied at many different faculties (psychology, sociology, business economics etc) but
has been given a peripheral position in studies of media and communication science in
the Nordic countries which is a“shame” since it is an area of interest for Media and
Communication Science (Dalfelt, Heide & Simonsson, 2001).

2.1.1 Defining organization communication
According to Dalfelt, Heide and Simonsson no clear definition of what organization

communication isexist but public relations, marketing, or organization communication
can be differentiated or marked as belonging to a specific field of research. Organization
communication is focused on communication between non-professional actors, for
example “ordinary” staff and managers as opposed to advertisement or public relations
specialists. Formal and informal communication differentiates public relations from
organization communication. Public relations and marketing is focused on selling a
product or a service while organization communication traditionally has been focused on
how to make internal communication more efficient (1bid).

This thesis examines informal communication between non-professional
communicators focused on understanding the interaction between actors around IAPSO,

thus researching organization communication.

2.1.2 Choice of sociological paradigm
Now days, research within organization communication focuses on differences between

groups and their interests, the purpose being to get a better understanding of an
organization and how the actors interact, that is examining organizations from, for
example, acritical or symbolic interactionistic perspective instead of the classical
scientific management perspective (Dalfelt, Heide & Simonsson, 2001).
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The tradition of scientific management has historically dominated and focuses on
formal structures, administrative functions and the management’ s leadership as key
factors of how to manage organizations. The social reality is objective and exists outside
the individual; individuals are not seen as being involved in creating an organization’s
structures, so no care needs to be taken to human factors when creating an efficient
organisation, everything is measurable and can be predicted through for example
guantitative studies. Studies are made to understand how organization formal structure or
complexity (vertical and horizontal) affect communication between individuals (1bid).

Symbolic interactionism focuses on how individuals within an organization create
and interpret meaning through communication by understanding meaning, language and
thought (en.wikipedia.org; 2005, www.scu.edu, 2005; socsci.colorado.org, 2005;
www.tvw.utwente.nl, 2005). Organizations are socia constructions created and
maintained by the individuals through communication. Studies are made to get a better
understanding of the activities that occur in an organization through a qualitative
perspective. Neuman summarizes symbolic interactionism as a sociological framework

where:
“People transmit and receive symbolic communication when they
socially interact. People create perceptions of each other and social
settings. People largely act on their perceptions. How people think
about them and othersis based on interactions.”
(Neuman, 1997, p57)

The critical tradition is built upon the idea that organizations are constructed through
social interaction but emphasises on how power structure (gender, education, social
network etc) influence the ability to control an organization. Researchers within the
critical tradition are not only interested in how social reality is constructed but why one
perception is promoted (Dalfelt, Heide & Simonsson, 2001).

Thisthesisis not interested in examining the power structure or formal structures and
so the critical tradition has not been chosen. Three quantitative studies have been
undertaken (using a scientific management approach) to measure how IAPSO is
perceived, but none have been able to give satisfactory results so the scientific
management approach has not been chosen in thisthesis. The thesisisinterested in
understanding how IAPSO is perceived and how meaning is communicated between

actors which match well with symbolic interactionism. The theoretical perspective used is



symbolic interactionism which is efficient for analyzing and understanding human
interaction (Neuman, 1997).

2.1.3 Organizational communication internally and externally
In the fifties and the sixties organization theory was focused on internal communication,

but in recent years researchers have concluded that it is becoming increasingly harder to
separate internal and external communication because of increased cooperation and new
information technology, for example organizations share same information through 1 T-
systems. Still, few studies in organization communication examine both internal and
external communication (Dalfelt, Heide & Simonsson, 2001).

The thesis examines both external and internal communication because the
boundaries of where IAPSO starts internally and externally as an organization is difficult
to differentiate; the organization is part of UNDP and roughly half of IAPSO’s
procurement volume comes from other UNDP “sister” organizations, | T-systems share
information with suppliers and UN organizations over the globe. | use the presumption
(based on the symbolic interactionism approach) that the perception of IAPSO is
constructed in the interaction between staff and customers, from this point of view it is
hard to differentiate between external and internal communication as they both effect
each other. They are both senders and receivers of information whether they are aware of
it or not. IAPSO as an UN organization do not (and can not) market itself through mass
medias as a private company and methods to promote image, brand building or marketing
to a wide audience are not used.

2.2 Why IAPSO’s goals and vision is important
The research sees IAPSO from an actors perspective —An organization is a social system

were its members interact with each other, the individual members form the organization
with their thoughts and understanding of the world and the organization also forms the
individual. When understanding an organization it isimportant to understand the actorsin
the organization and how they interact. An efficient organization needs internal and
externa efficiency; meeting customer expectations, having qualified employees,
matching the organizations overall goal versus the employees goals (Bruzelius and
Skérvad, 1989). | assume that an organizations goals and vision should be the sum of the
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framework created socially by staff members, it isimportant to examine this because in
some sense thisis the meaning of an organization; the goals and vision should be the
common framework explaining the social construction. If they are not formed well the

actorsin the organization will not be aligned in the same direction.

2.3 Theories added during analysis process
| have used grounded theory as my methodology (see next chapter). When using

grounded theory it is important to let the findings decide theories; data collection,
anaysis, and theory stand in reciprocal relationship with each other. Research do not
begin with atheory on which data is tested, research begins with an area of study and
what isrelevant to that areais allowed to emerge (Strauss & Corbin, 1990).The theories
presented in this section are selected based upon keywords and findings from the
analysis; they are used as a corroboration of the hypothesis's emerging from the data. It is
important to understand that | have not chosen theories from the start to test a hypothesis
on the findings but let data decide which theory that is relevant (Strauss & Corbin, 1990).
Theories are presented here but where selected later on in the process as theories
emerged. Some theories presented might be commonly used in related fields but are
interpreted from selected theoretical framework as recommended in grounded theory
(www.scu.edu.au, 2005; Neuman, 1997).

Moment of truth — The moment of truth is the moment when two actors socialy interact
in real time and create a common understanding and reference. This processisin constant
change and each interaction affect how knowledge and understanding is transferred to the
communicators. For service organizations thisis usually the only contact point between
the service provider and taker and where the perception of the service taker is formed.

Customer Relationship Management (CRM) — According to George Herbert Mead
(en.wikipedia.org, 2005; Filosofilexikonet, 1991) our perception of the world is under
continuous change and is built upon earlier experiences, social interactions and
interpretations of symbols transferred through social interactions. Our picture of the
world can change quickly depending upon how we define the world. According to Cottler
(1996) CRM is about delivering long-term value to the customer through customer
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satisfaction by communicating with the customer to understand the customer’s need in
order to personalize service through relationships. In other words, CRM is socid
interaction between actors in order to create a common social framework from which

positive experience can be created together.

Customer Experience Management — The idea that the customers perception of a
company is filtered through the customers expectations of the company. The task isto
manage expectations, which for service organizations happens at customer and company
touch points. It isimportant that the company’ s values and goals are communicated
clearly too all employees so correct feedback can be given to customersin order to
manage customer expectations with the goa to build long-term relations and loyalty. The
company’s goals and vision should be based on values on that customer wants and
employees should be involved in developing these values in order to align and agree to
them (Cottler, 1996; Thompson and Kolsky, 2003; Hogan, 2005; Jaensson, 1997). That is
to (in an organization) through language build up a meaning that can be understood
internally well enough to be communicated correctly through social interaction. If the
meaning is not communicated well internally by an actor then the “wrong” organizations
goals and vision will be sent to external actors resulting in misunderstandings and/or
wrong expectations. It works the other way as well; if internal actors misunderstand the

external requests the request will handled differently than expected by the external actor.

Displacement of goals— A term often used in scientific management in the sense that an
organization needs to adjust its goals due to new demands coming from a changing
world, that is when outside changes make the organizations goals un-relevant (Bruzelius
and Skérvad, 1989). In thisthesis used in an interpretative way understanding it as when
an organizations goal is understood or interpreted differently, effectively making the
organizations goals different for different actor and un-relevant in the sense that no

common reference can be made to the goals.
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3 Methodology

Two quantitative surveys with contradictive results have previously been undertaken. A
third quantitative survey aimed at explaining the contradictive results failed. Comments
in the second and third survey are sometimes in conflict with answers given in bound
guestions leaving |APSO with more questions than answers of how the organization is
perceived. Guidance to when to use qualitative or quantitative method can be decided
based upon if the approach is inductive or hypothetic-deductive, that is are we trying to
get knowledge of an unknown phenomena or do we wish to validate a known problem?
The first indicates a qualitative approach (Halvorsen, 1992). Qualitative research is
interested in explaining the whole picture (Repstad, 1993). Quality refersto the origin or
nature of an object whereas quantity refers to how much, how big or the number of the
object. The qualitative research is a powerful tool capture experiences and significance
from human beings (Kvale, 1997). A quantitative approach would in this case probably
not be fruitful because here we do not validate a known problem or use a hypothetic-
deductive approach. Furthermore, the previous attempts to do so have failed. Thisthesis
tries instead a holistic inductive qualitative approach, aiming at obtaining knowledge to
explain how IAPSO is perceived by examining how perception is formed through

different actors experience and interaction.

3.1 Grounded theory

According to Strauss and Corbin (1990) grounded theory is an appropriate tool for
studying organizational cultures. My goal was to understand how IAPSO is perceived
externally, but from the actors view, to let the actors tell the stories of how IAPSO is
perceived and from this perspective form a view instead of trying to explain an unknown
phenomena on basis of pre-selected theories which might not be relevant or result in me
trying to adjust reality in accordance with theories. The ambition was to let the actors
perception guide me to discover useful theories.

In summary the aim of grounded theory is to discover the theory implicit in data.
Grounded theory sees micro-level events as a foundation for a macro-level explanation.
The process in grounded theory is somewhat familiar with techniques used in quantitative
research in the sense that the method tries to do generalizations by comparing social
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situations and results in atheory or third order interpretation (Neuman, 1997). Grounded
theory do not test hypothesises based on existing theories but seeks to see which theory
account for the research situation as it is. Research projects commonly start with the
researcher trying to find relevant literature, in grounded theory datais analysed asit is
gathered, literature is accessed as it becomes relevant. Literature/theories should be
searched widely, refining your findings in with help of literature often in dightly related
but different fields (www.scu.edu.au, 2005; Neuman, 1997). In an emerging study it is
impossible to know which theories that will be relevant; literature can therefore only be
selected at alater stage and is treated as data from which emerging theories can be
rejected or strengthened (www.scu.edu.au, 2005). Accordingly, in thisthesis literature
and theories were selected and tested for relevance as analysis was made, in the end of
the iterative process | choose the literature | considered most relevant.

Grounded theory fundaments are usually based upon Glaser’s or Strauss's
perception or even on both (!). Thus a complete picture of the method is hard to get as
they both have released a number of books with somewhat different guidelines. The big
difference between the authors is the methodological approach, Glaser means that data
from informants emerge naturally from the analysis with little effort or detailed attention
to the process while Strauss pays more detail to the cultural scene. Strauss al'so pays more
attention to validity, generalizability, precision, significance, and verification which puts
him closer to traditional quantitative methods. Strauss means that the research question
in agrounded theory study is a statement that identifies the phenomenon to be studied
while Glaser stresses that the research problem itself is discovered through emergence as
anatural result of open coding, theoretical sampling, and constant comparison
(www.iupui.edu, 2005). This thesis starts with a research question describing the
phenomenato be examined; care has been taken to selection processes, only transcribed
data has been analyzed for validation and reliability purposes so my approach to the
method aligns with Strauss view.
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3.2 Data collection

3.2.1 Grounded theory
The key concept of grounded theory isto analyze data as soon asiit is collected, mark the

data with core and sub categories. When data is analyzed theories will emerge from the
data. Further data gathering will be marked based upon previous data collection with the
emerging theory in mind. When interviews add nothing new to the categories data
collection can be stopped.

All data collected from the interviews where recorded using a dictaphone and sent
to a transcription company (Accentance). As transcriptions were done they were read
through and categorized with keywords. | have chosen to only rely on transcribed data
because my belief is that this makes the analysis of the data more reliable (taking a
Strauss approach); by being able to re-read the interviews the information is not based
upon my memory and keywords alone (recommended by Repstad (1993) for example). In
chapter five some of the open sub-categories are kept as they indicate my process, which
| hope makesit easier for the reader to follow my thoughts. As data was collected a
number of emerging theories surfaced and in the next interview | probed the interviewee
regarding my theories. For example, customs was mentioned as a reason for late
deliveriesin one interview, when late deliveries were mentioned in the next interview |
probed for the reason (See section 6.2.2 and questions asked there for this specific

example).

3.2.2 Internal data gathering
The purpose of collecting data from internal staff was to get an internal perception of

how staff believes IAPSO is perceived externally. In addition the questions could be
modified, added or removed before being put to external customers. The secondary
purpose was twofold, first to see if the perception internally of how IAPSO is perceived
was coherent and secondly to get an understanding of how IAPSO’ s goals and vision was
perceived. The second goal is of interest as an organization’s goals and vision should be
the framework from which a common understanding is built. To answer the questions it
was important to view the interaction between staff members and see where differences
and similarities exist. Focus group interviews can help participants to explore and clarify
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views which would not be so easily accessible in an interview; the interaction of
participants makes it possible to access data that would not emerge otherwise (Webb,
2000; Repstad, 1993; Halvorsen, 1992). Focus group interviews were more suitable to
use because they would have a better chance of revealing where participants had different
or similar views of how IAPSO is perceived, and to show how IAPSO’s goals and vision
are understood. By filling in details or giving other participants new perspectives the
session could also function as an efficient brainstorm session providing new interesting
perspectives which could be asked to external users.

Before the interviews | had afour hour session with a psychologist to validate my
guestions and get some practical tips. The draft template of questions was sent out to a
few selected staff members for feedback. During the first interview two persons with
severa years of HR experience participated to watch my performance and help me keep
discussions on track.

The drawback of the group interview isthat it can not be expected to tap into
private attitudes between participants (Repstad, 1993; Thompson, 1952). The group
constellation might also have an impact on the answer given. Participants might be less
inclined to give atruthful answer if their manager is participating (Repstad, 1993). A staff
survey from 2004 show that 49% of all staff members do not feel safe to express their
opinion openly in front of management. To avoid the issues mentioned the first group
interview included the director and the deputy director, managers and staff members
known not to be intimidated. The second interview consisted of procurement officers
selected in advice with staff from human resources who knew staff members well to
increase the chance for good cooperation. All participants where from IAPSO’ s officein
Copenhagen being a mix of nationalities. Anonymity was assured by asking the members
of the focus group to secretly write down an animal on a piece of paper to represent them
in the presentation so that no-one would know who said what.

The second interview took place in a meeting room in the IAPSO building; the
atmosphere was friendly although one interviewee initially felt a little uncomfortable
about the use of a dictaphone. Everyone in the second group was talkative; it was very
seldom that | felt the need to encourage someone to talk. My impression was that
discussions were informative and honest.
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3.2.3 External data gathering
An attempt was made to coordinate a group interview for external users but it quickly

became to complex because of how the selected persons where scattered across the world
in different time zones having fully booked calendars. Also, the selection of participants
for the internal focus group was based on efforts to balance the members of the group to
increase interaction by taking into account personality and position - an approach that
was hot possible with external users. Observation was not a good option either because of
geographical distance and the irregular interaction between staff and external users.
Semi-structured interviews were therefore used to collect data from external users. | have
used Halvorsen’s (1992) method “strategic selection” from the book
“Samhaéllsvetenskaplig Metod* to select interviewees. The first selection was made to
get customers with good knowledge; only customers who have had placed at |least eight
orders with IAPSO during 2004 were selected to reduce the risk of the correspondent not
knowing anything about |APSO and to get “first hand” information. The second
selection was made to get conflicting perspectives; | wanted to match procurement
officers and resident representatives® working in the same country office and presumably
having both different and congruent opinions of |APSO, from as many geographically

regions as possible.

3.2.4 Anonymity and ethical perspectives
At the start of every interview anonymity was promised in order to make the interviewees

more comfortable in the situation and to lessen the risk of the interviewees to hold back
information and build up trust. In the semi-structured interviews sensitive information
was given, such as stating that a staff member is troublesome, which might damage
existing relations or trigger negative reactions both internally or externally. Extra care has
been given to protect the anonymity of the interviewed persons both internally and
externaly by replacing their names with animal names, randomly swapping the gender of
the person and removing information which might give the interviewee away such as
specific project names or country information. The names of the participants in the focus
group interview have been replaced for the same reason. The reason for not using

% A resident representative is the head of a country office. Every country officeis led by this staff member.
Common abbreviations for aresident representative are RR or ResRep.
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anonymous quotes is to make it possible for the reader to distinguish between the
different actors, recognize their arguments and to be able to make their own complete
picture of each user as recommended by Repstad (1993).

3.2.5 Triangulation
Triangulation has been used by drawing conclusion from focus group interviews and

semi-structured interviews. Previous quantitative surveys were compared with each other
to see were inconsistencies or similarities existed.

3.3 The work process and structure of the thesis
The three existing quantitative surveys were first analysed to see where similarities or

discrepancies existed between them. The analysis, presented in chapter four, resulted in
some questions and indications which were used as starting point for continued analysis.
Then focus group interviews were undertaken internally to get a better understanding of
the issues discovered in the quantitative analysis, external perception and to understand
how IAPSO’s goals and vision is interpreted, the results are described in chapter five.
After the focus group interview an understanding of above mentioned issues emerged. To
get the whole picture semi-structured interviews were undertaken with external actorsin
order get their view of raised issues and get their picture of IAPSO. Lastly the internal
and external views were compared and an analysis was made to understand the external
perception of |APSO based upon earlier discoveries.

3.4 Limitations

3.4.1 Theories
Theories where selected based on my personal judgement. Another researcher might have

selected different literature. A number of theories could have been used to explain, for
example, how specific media affect communication (phone, E-mail etc) depending upon
the physical limitation of the media or the medias attributes. Some might argue that
phone or mail effect how meaning is transferred between actors (the effect of not seeing
body language, face expressions etc) but my main interest was to understand how |APSO
is perceived, not how media affect the perception.
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3.4.2 My role
| have worked at IAPSO for four years developing procurement system and producing

strategic and statistical reports. | am aware that my perception is off course biased but to
minimize bias | have followed the methodological approach carefully to let the method
guide me rather than my personal reflections. At the same time being an employee has
given me avery good insight in the problem areas, it has eased communication internaly,
| understand internal terminology; | know staff members and have a good pre-
understanding of their problems, what they try to say and how they interact making it
easier to tap into personal opinions. Externaly | carefully stated that my role was as a
student, and the use of “they” to refer to IAPSO instead of “you” seem to indicate that
this was accepted. Only in one interview did the interviewee wish to discuss order
problems thinking of me as part of IAPSO member responsible for his problems.

3.4.3 Technical
Two focus group interviews were done but due to atechnical glitch the recording of the

first group interview failed and the results are therefore not included.

3.4.4 Political
UNDP headquarters declined my request to interview resident representatives due to

“interview fatigue”. | still attended two meetings with resident representatives but was
not allowed to use a dictaphone, due to which the data is not used in the analysis in order
to keep a strict methodology. The summary of the meetings are available in appendix A

3.4.5 Choice of internal and external data gathering
In the focus group there was a tendency for members to reach an agreement on topics, it

is possible that had focus group interviews been used on external users the same
phenomena might have appeared, that is consolidation of viewpoints. The current
answers from externa users are much differentiated.

3.5 Presentation of data

Grounded theory was used, meaning that data was analyzed as it was gathered and
guestions where added or modified depending upon discoveries. Theories are treated as
data and were selected based on emerging theories discovered in the data; | did not wish
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to prove hypothesises using existing theory. Theories are embedded directly in the
analysis, which is alittle unorthodox, but my belief isthat it gives a better disposition,
clearer governing idea and shows the relevance of the theory immediately. This particular
approach is also recommended by Repstad (1993). My wish was to establish a theory for
procurement agents focused on the communicative aspect that can be applied on similar
organizations, as the older Wittgenstein would say; skew and fantastic theories often
diffuse the conceptual coherence by ignoring the contextual meaning of language and
therefore miss the point (Filosofilexikonet, 1991)
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4 Previous surveys
|APSO uses a web survey to measure client satisfaction, its results show that IAPSO’s

customers are satisfied with services provided. In 2003 | APSO received unsatisfactory
results in the annual Bureau of Management (BoM) survey. To understand why the two
surveys produced different results, a third quantitative phone survey (the professional
survey) was done, but could not fully explain the results of the BoM survey, it showed
that customers were satisfied however. The analysis of the datais a secondary analysis
(Rosengren, 1992). Presented here is only the findings, for more details of how the
analysis was done see Appendix G.

4.1 Findings
The three surveys all have their weaknesses, but some of the information gathered were

useful for a qualitative approach. Both the web and the professional survey targeted the
procurer directly, with the difference that the web survey targeted all of IAPSO’s
customers while the professional targeted UNDP procurers. Both surveys raised issues
regarding delivery times and communication.

The professional survey indicates that customers do not understand IAPSO’s
reasons for declining business requests. The web survey only examines customers who
have done business, so the problem is not visible from that survey; the results from both
surveys indicate that the procurers are satisfied with IAPSO’ s services.

The BoM survey targets UNDP resident representatives were the satisfaction of a
country office is based upon a single question were the resident representative has to rate
“the quality of response to request for service” for 105+ offices at the same time, the
rating is low (53% favourable in 2004 and 57% favourable in 2003). None of the surveys
gives avalid representative view of IAPSO’s clientele as awhole. Figure 4 presents a
picture of the findings.
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IAPSO Clients

UNDP Country survey

*Targets Resident Representatives

* Closed Question

* Have to rate 105+ offices

* targets 18% of IAPSO’s clients

*What does “quality of services” mean?

* Hard to estimate satisfaction from one question

NDP Clients
18% of total
clients

Resident representatives

* Low satisfaction (53%)

Procurement officers

* High satisfaction (>90%)

IAPSO Web Survey IAPSO Professional Survey
* Inconsequence between comments and answers iTarget all UNDP offices
: Feedback very positive or very:egative N ?gx?;il:fﬁzi?ent Officers
B $:§;njlecf|';:gf:ncy is low (20%) :‘/'\* Comments about delivery time and information <;: *High satsifaction
* Surveys procurer *Understands IAPSO's business model
*High satisfaction *~50% of all offices survyed

Figure 2 Summary of findings from the analyze of the quantitative surveys

Based upon the findings from the quantitative surveys the following inconsistencies
and subtle or unclear points presented below, needs to be examined using qualitative
method.

A. Comments indicate that there are concerns regarding delivery times and lack of information
which hasto be investigated.

B. It seems as on time delivery of an order has no strong correlation with whether the customer
perceives the order as delivered on time or not, but is based upon something el se which needs to
be examined.

C. One third of the respondentsin the phone survey had experienced that |APSO had declined a
request for assistance and did not understand or comply with the reason. There might be a
correlation between the respondents non-understanding and the non-favourable ratings to the
guestion “quality of response to request for service” in the BoM survey.

D. There are anumber of factors that make the BoM survey problematic. It is based on one
guestion. There is no opportunity to explain the answer. Answer fatigue due to having to rate more
than 105 offices on the same question could also have an effect. There isaneed to ask resident
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representatives further questions to understand if they are generally un-favourable to IAPSO or if
it isonly regarding requests for assistance.

E. The web and professional surveys show that customers are satisfied with the services provided;
there isaneed to understand what they are satisfied with.
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5 Internal perception
This chapter analyses IAPSO from an internal perspective based upon my understanding

of the group interviews done internally and is combined with theories to support
emerging hypothesis's. Every participant selected an animal to represent them; they are
presented as a lion, rabbit, owl and a hippopotamus. The additional person referenced as
“The Professional” is the person who helped me facilitate the interviews.

5.1 Understanding the history of IAPSO
During the years 2001 and 2002 |APSO went through major financial changes, such as

adding a minimum handling fee for low value procurement, increasing fees to cover
costs, turning down requests were |APSO could not add any value, justify the fee or earn
areasonable fee activity based costing. In addition significant staff reductions were made
during this period resulting in internal turbulence, these organizational changes most
likely had an effect externally as well.

|APSO is the only organization within UNDP that is self-financed; thisin itself
could be a cause of conflict. Classic economic theories measure the success of a company
by how well the company manages to maximize its profits (Bruzelius and Skarvad), for
organizations within UNDP breaking even or making profit is not a goal, the goal might
be to make best use of funding or of political nature such as reducing poverty etc.
Economic results were not IAPSO’ s main concern until it became self financed; suddenly
it was important for IAPSO to manage costs, break-even and even show marginal profit
i.e. act like a“private” company and at the same behave like and align with the goal s of
an UN organization. Conflicting goals are often labeled as displacement of goals
(Bruzelius and Skérvad). One of IAPSO’s goalsisto be a“good UNDP member”
supporting and helping other UNDP organizations, another goal isto “maintain and
improve financial soundness’, this might lead to situations were a UNDP member asks
IAPSO for help, but helping that member would not lead to maintaining financial
soundness thus resulting in a conflict of goals (See quote in 5.3 labeled “displacement of
goas’ for example). It is not uncommon for an organization to have an organizational
crisis when organizational values change or do not reflect the stated goals. The goal's set
by an organization are fundamental for building the organizations culture. It isimportant
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that goals are not contradictive as in “offer the best possible quality for the lowest
possible cost”. Such goals might lead to frustration instead of stimulation (Bruzelius and
Skarvad).

5.2 Communication with the outside world
One important task missed by most companies, after making changes, isto actually

inform the customers about the changes and what the enterprise will do to satisfy the
customer (Hogan, 2005). Staff members do not believe that customers understand which
services IAPSO provide and when they do, they do not understand that IAPSO is self
financed or why requests are turned down, the reason behind the misperception is lack of

information from both headquarters and |APSO regarding the changes IAPSO have gone

through:

Therabbit: “[...] they don’'t understand our fee, they don’t understand
why we are self financed, they don’t understand why there is handling
fee and sometimes there is not. Because sometimes we include it, |
think we are inconsistent as well. It gives a different perception from
country offices point of view asto what are they paying for. They think
it should befree...I think...”

I nterviewer : “Why do they think it should be free because if you
compare |APSO to other UN organizations, they are not free as well?’
TheHippopotamus: “It shouldn’t be free and thisis avery wrong
perception they have, the whole new idea, the whole new policy [within
UNDP] is that nothing is for free. We have to charge for fees for any
service we do if ...within the organization...and that is totally nonsense
if they...but they have that probably from the old days...”

Therabbit: “And it is historical because when we went sdif financed, No information
when that line was cut, when was it, three years ago, nothing has been sent to customers
sent out from HQ as to why this line would be cut and that we would
have to be self financed. And we had to regret on laptop request, things
like that, they didn’t understand cause when you did it yesterday why
didn’'t you do it then, and when you try to explain they didn’'t
understand it out in the field, they said -: “But you are here to help us,
you are not helping us, you are basicaly telling us to go away [rabbit
laughter] and solve it and source it locally”. So therewas a
misperception...big time...and even though no message has been sent
out from our management here or from New Y ork”

Wrong
perception

Displacement
of goals

IAPSO is a procurement organization within UNDP but according to the focus
group its services are not known, for example the Owl said that “We are hunting down
the customers[...] and convince them we have something to offer. “, the major reason is

that too little time is spent out on the field were the customers are; the focus group meant
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that it is important to be near the customers (many customers have never seen anyone
from IAPSO) to understand their needs and increase visibility:

Thelion: “[...] | mean, wedon't, aren’t in their faces and that is our
huge disadvantage and [organization] they got one or two people or no
one sitting in the bush, but they are in multiple, they are in most
countries, especially in Africaand that’ s were we really have alot of
ground to make up because no one knows who IAPSO is...

No visibility

There were some creative suggestions of how to improve visibility:

The Rabbit: And | think even though we are not in the fields these
guys are excellent ambassadors for us and so you should not only going
to include the res reps, you should also... itsreally highly important
that we include service center and make them our ally because they
really are great for al of us. And if they understand what we do and
See 5.4 for what we can provide it will just ...it will disseminate in the
more country...It'sreally really important that we stick really close to these
information service center managers. | mean what we have with [confided] is
. amazing, he's a fantastic ambassador, he roams 80% of his time around
on Resi den_t [region] and he's promoting us like crazy and we don’t even pay him...
representatl | [Laughter] | mean we said now we have to pay the guy because the guy
VEes isfantastic and | think we ought to focus on these guys cause these res
\ ) reps are from the old school. When | wasin [country] they said are you
IAPSU [the old name of IAPSQ], they don’t even know how to say our
name...

According to the focus group the services provided by IAPSO are not well known or
misperceived mainly because of two factors; lack of information regarding the
organizational changes and low visibility due to limited physical presence. IAPSO has
customers all over the globe and communication can therefore be problematic and even if
instant electronic medias are available, physical presence is an important method of
communication in IAPSO’ s world.

5.2.1 How staff believe IAPSO is perceived externally
Procurement done within UNDP follows strict rules and regulationsin order to ensure

that all suppliers have afair and equal chance to be selected®. From my understanding,
the internal perception isthat customers are not sure of which services IAPSO’ s provide.
The internal belief isthat IAPSO is seen as a supplier, not as an organization handling the
procurement, there were many statements such as:

* To purchase anything from a supplier above a certain amount, at least three quotations from different
potential suppliers need to be obtained. The lowest bid that is most compliant with the required
specifications is then selected. IAPSO takes care of this process; an agent can contact |APSO with a request
for 100 ambulances for example, IAPSO would contact at least three suppliers and negotiate prices and
freight costs with forwarders. Finally IAPSO would inform the customer of the best offer.
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Wrong
information

The Lion: “The customers very much see us as warehouse...”

The Rabbit: “They don’t understand and again it s a misperception of
what we do, why we do it and what we are... [Laughter]...they don’t
get it...procurement agent, what's that, you' re a supplier!”

In areport by Thompson and Kolsky made for Gartner in 2003 the perception or
experience of an enterprise can be handled through customer experience management
(CEM) which is the delivery of the brand promise — at the intersection were the company
and customer touch points, for example through salespeople, call centers etc. According
to Cottler (1996) customer expectations are based upon past experience, opinions of
friends and associates and promises. Organizations must be very careful to set customer
expectations right, if the performance falls below expectations the customer is dissatisfied
(ibid). According to Hogan (2005) customer experience is based on “elements ranging
from product quality and customer service to web presence, employee behavior, and
community relations which all shape customer perceptions over time.” Internaly the
perception is that customers’ expectations of IAPSO do not match the business idea.
Perhaps the experience comes from before IAPSO was reorganized. The Lion stated that
|APSO was used as aroutine third bid in order to comply with the rules and regulations
for procurement, even though the customer knew he would not turn IAPSO’ s quotation
into a purchase order, the lion roared that:

[...] Doing the IT market analyses we spoke with the gentlemen from
UN or [murmur] who used to work in this [ country] country office
basically said that ...yeah... They consistently used IAPSO as athird
bid but knowingly were never planning on actually purchasing through
I APSO because the prices were too high”.

A little later the lion continues:

[...]Wedon't want to be athird bid and so if we get ...ah...get a
request and we are being asked to be athird offer alot of times we will
decline...and say no...we are...you know...you don’'t understand our
role as a procurement agent and yet the same person can talk to a
different person in [confided unit] and say: -“we need you to be a third
bid for this [confided commodity]” and [confided unit] will say sure,
we have no problem, we are happy to oblige and that’s...I mean, there
has been kind of amixed signal that has gone out to, alot of times, the
same procurement officer in the country.

I nconsistent
information

The quote shows that the customer uses |APSO as a third bid indicating that he perceives
|APSO as one of many suppliers to request a quotation from, showing that customer
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experiences differ; the customer get different results depending upon which staff member
he talks to, apparently this customer has put this practise into system. The focus group
believed that information communicated to external customers is inconsistent and donein
different ways, both within each unit and between the units of IAPSO. One person said
that “I’ ve heard from country offices that they get confused as to whom to contact” since
people move around too much, the customer wants to be able to contact the officer they
always use. If the internal belief (that customer do not know which services |APSO
provide, or perceive IAPSO’srole differently) is correct, customers will get disappointed
as IAPSO will not meet their expectations.

5.2.2 How IAPSO is pictured internally
The focus group was asked to pick an animal to represent |APSO:

The Rabbit: panther, deek mean vending machine

The Owl It don’t want to be pet by everyone it picks

The Rabbit: house cat ...not a dog

The Owl: and just when you need it runs away

The professional: Then it brings al the dead birds to the house

The Rabbit: Independent

TheLion: | would go with the cat analogy, like alion, just in the
aspect of flexihility, independence, strength,

[...]

TheHippopotamus: | aways have problems with that question...|
don’t start from the qualities and build up an animal | just try to
associate. | normally able to associate someone and say, well you
remind me of an animal ...with IAPSO it is difficult to associate with an
animal. | can't step out and look at it from the outside...

Interviewer: but if you compare it to other UN organizations?

The Hippopotamus: well, they’ re dinosaurs and we are something
new fresh, itisnot an animal, | look at it as alittle plant that has just
come out of solid ground...

Theowl: On the back of the dinosaur thereisa small flower whichis
IAPSO

All animals chosen are animals with independent traits, which take care of themselves,
animals not redlly fitting in the big UNDP organization, seen as big bureaucratic
dinosaur. It is easy to get the impression that IAPSO is seen internally as not redly fitting
in the system, or in other words as a small flower growing on the back of the dinosaur. A
functional organization need al parts of an organization to work together efficiently
(Bruzelius and Skérvad, 1989), the view of IAPSO as an independent organization might
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or might not be a problem, it could cause tension considering the goal to be a“good UN
family member”.

5.2.3 Adding value to customers
A key factor to successis to build long-term relationships with customers, it is important

that thisis an overall goa made visible in the organization and not only for the
marketing/communication department (Cottler, 1996 and Jaensson, 1997). Thompson
(2003) argues along the same lines saying that it is important to have a good company
culture and support and coach staff how to give feedback to customers; in order to build
long-term relationships it is important to understand how customers perceive quality and
how much quality they expect. Customers base their choices upon their perception of
guality, value and service (Cottler, 1996). Thompson (2003) stresses that the most
important part when managing customer experience is to just exceed expectation were it
matters to customers and just meet their expectations at everything else. The focus group
was asked to discuss around a business case that had gone particular well and analyze
why it had been a success:

It was a good example were you understand the needs correctly from
the beginning and you actually take time to ask in to the ...and get the
right requirement in place. Then you can offer a good
service...mm...We worked for the [confided organization] in January
and | think it was good project. It took many times as we shipped the
proposal back and forth and they had comments and they changed it
and maybe went down five, six seven times...in the end it was allittle
bit of a nuisance but it was worth it because we knew exactly what they
expect and then we go out and do the consulting job, it was a spend
analysis...we knew exactly what we had to do satisfy them and they

Meeting
expectations

don’t expect more and we don’t deliver less than they expect and the
you meet |ets say in the perfect match...but things go wrong if they for
Exceeding some reason expect more than we sold or offer and that is

expectations

mi scommunication [common approval]. That's because you don't take
the time in the beginning to...clarify to adjust
expectations...towards....then you can join the process actualy...add a
bit more so they get more than they expect and then you offer a good
service

On several occasions it was mentioned that the most important factor in customer
satisfaction is to communicate well with the customer, establish relationships, be
interested, understand their needs and important — to meet their expectations. My
understanding is that the procurement officers of IAPSO are very aware of the

importance of relationships and value adding, the staff is skilled, but the message
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communicated to the customer is not unified and the information communicated depends
on the officer and the unit. From a customer perspective, this could lead to a situation
were a customer, who has done business with a staff member for along time, will bein

for asurprise if he has to face “another” IAPSO presented by new staff member.

5.3 The resident representatives
The actors in a system effects an organization, it isimportant to understand how the

actorsinteract and their interest of the organization (Bruzelius and Skarvad). One of the
most important actorsin the UNDP system is the resident representative responsible for
all operationsin aparticular country office. A discussion was undertaken concerning why
members of the focus group believe that resident representatives seem to have a negative
picture of IAPSO, were as procurement officers have a positive attitude®. In short my
impression was that the internal view of aresident representative is as a pompous figure
only interested in looking good to his superiors. The focus group believed that the
resident representatives are much into politics and that their picture of IAPSO is limited,
in many cases based upon old experiences. The following conversation gives a good

picture:

The Rabbit: “They haveto deliver ...he has to deliver to the programs
and then to the government, he is responsible and if those programs are
either late or something is screwed up or he has not delivered when he
promised the government it would deliver and he will blame us for that
because if that vehicle never arrived for the ministry of education | tell
you he will probably still get in trouble every cocktail party he goes to,
so he'll say -:*Well, because of that you made me look bad” so he's
looking at hisimage and UNDP and the country and the procurement
officer will also get blamed cascadingly, in the end it is |APSO because
weare...”

The owl “We need you as a scapegoat”

The Rabbit: yeah...exactly! We are there to make them look good, and
if wedon't, | tell you we hear about it and we will get burned for it!”
TheHippopotamus: “well, | mean if | wastheresrep | would think
ok, what big project did we have, this...and for which ones did we buy
from IAPSO ...that was al right...we had a problem with this one
ok...so...you know...I"ll rate them therefore...he wouldn’t know
exactly what was purchased [ ...] he would just as the rabbit said

-* Ok, we had this project with were we had a problem, we didn’t do it
on time and we had to buy from IAPSO, too bad!”

The Rabbit: “yeah, and | had to go buy that locally because IAPSO
didn’t deliver and you cost me this much money extra, and | tell you
I’m never going to forget that! And this guy they rotate, that’ s another
thing, maybe they just came into the country and they rotate, one month

® See previous chapter “Summary and findings’ or “BoM Survey”
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in Cameroon, next month they arein Haiti and now heisin Laos, you
know, and that goes around...”

[...]

The Rabbit: It sincredible and they we think we are car dealers...it's
incredible...they don’t want to understand what we do and they are not
interested!

The owl: the res reps are political

The Rabbit: they’re more into their puff puff puff than they are into
the.....

The Professional: But they are the ones who create us, that’ s the
problem of them

The Rabbit: Yeahh...

Theowl: well, then it’s a question if we just want to change our bad
rating or if we really want to make a difference

Staff members have a negative perception of the resident representatives but IAPSO is
also dependent on the resident representatives. It is said that you are seen in the light that
you treat others, the bad perception of the resident representatives and the belief that they
have a bad perception of IAPSO might cause a negative down-going spiral. In reality
however staff members of IAPSO are not sure of how |APSO is perceived by resident
representatives as the lion says: “the trouble we are running into right now is that we
don’'t know what the res reps think of us, and the reason as | seeit, isthat we never had
anyone there to ask them.” In order for an organization to work efficiently all parts must
be able to work well with each other and be aligned, if not there will be discrepancy
between the systems (Bruzelius and Skérvad). Resident representatives are very much a
part of the same organization as |APSO and an important actor with which thereis a need

for cooperation since those are the ones |APSO provide services for.

5.4 IAPSO’s customer goals
| APSO uses a strategic map as part of its balance scorecard strategy®, in the strategic map
four customer goals are stated:

Promote and enhance the standards of procurement profession within the UN system

Provide state-of-the-art system contracting solution

Provide flexible and professional procurement capacity

Assist our customers in developing their own procurement capacity

® See Appendix |
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The customer goals are created with the purpose to achieve the vision “Buying for a
better world”. In the focus group interview these statements were discussed, it struck me
that every member of the group knew the underlying purpose of the statements but no-one
was satisfied with how the formulation and thought that a customer would interpret them
differently than how they should be understood:

I nterviewer : “ Another goal isto provide state of the art contracting
solutions...in your opinion what does this statement mean?’
[Discussions of different implemented | T-solutions]

Thelion: “if you want my opinion | think its extremely confusing...it
sounds actually more like we are doing some kind of like...system
development on their behalf which is not what we are trying to do, we
obviously done various things for [organization] and in the way of
actually providing them with this system solutions through our 1T
department but | don’t know if that is one of our strategic goals...I
mean..”

[...]

Theowl “I think it might be alittle bit misleading saying “ state of the
art”. That's not an aimin itself. | think an aim isto simplify or to
automate, computerize, reuse data...mm...that’s making more
streamlined noise, that’ s the aim. If its state of the art or old techniques,
if its more efficient doing it by hand, then its state of the art [laughter]
to make. It isnot agoal in itself to be computerized!”

No one participating in the group interview liked or thought the customers appreciated
the vision “Buying for a better world”, or thought it was afair vision to represent the

services IAPSO provide. For example, regarding the answer to what the vision means:

The Rabbit: “professional shopper, no, | don't know, | actually had a
lot of interesting comments in the field about this statement, they don’t
likeit”

The owl “theintention is good enough but the wording, word by word
gives the wrong connotation”

Theprofessional: “and it is very nice that thisis aso coming out of
this group because we had exactly that conversation previously. And in
my opinion that is very much were it leads to this perception that we
areasupplier.”

Unclear
vision

A vision is used within an organization to help staff members to focus in the same
direction and to transfer those values to the customer, if the vision and goals are not clear
it increases the risk of an organization moving into many directions at the same time
(Bruzeliusand Skarvad, 1989). It seems as if staff members do not like the vision nor
believe that it represents what IAPSO stands for, which could make staff members unsure
of what to focus on. Unclear customer goals might have an effect on how customers
perceive IAPSO as customers experiences are filtered through their expectations of the
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enterprise, which are determined by the publicized customer value proposition and
feedback from other customers (Thompson and Kolsky, 2003). Organizations need to
help customers visualize the value and vision they deliver to customers, who will in turn
appreciate the overall experience. In order to create value visualization, a deeper
understanding of the customers’ total experience and the way customers' view servicesis
required (Arussy, 2005). If IAPSO’s customer goals are not clear or can be
misunderstood how can IAPSO then visualize these values for the customer and provide

them with the expectations the customer goals are meant to deliver?

5.4.1 IAPSO —the knowledge organization
Companies existing in a known and unchanging world can have firm hierarchy and

formal rules and programs and routines to solve problems, as these can be anticipated.
Companies existing in arapidly changing world with new requirements need a flexible
(organic) organization with professional staff who can take decisions based upon an
explicit well formed vision. Exchange of information in such a company requires flexible
and fast routes, which do not follow the traditional hierarchical paths, the company might
also need to hire more staff and risk the cost efficiency. Knowledge/service companies
are characterized by being non-standardized, creative, and dependent upon the person
doing the work and complex problem solving (Bruzelius and Skérvad, 1989). Procuring
goods globally is complex, many factors have to be taken into consideration; the procurer
has to have good knowledge of the country he is buying commodities for, such as
expertise about export restrictions, import rules, inspection requests, war zones, electrical
voltages, language etc. Requirements are different from country to country and could
even change within the country. For a knowledge company it isimportant to master and
understand the requirements to provide good and flexible service:

TheLion: | mean one of the problems we have had [...] isthat

...er...the agreements we have are often with European suppliers
which are sometimes in unfamiliar how to actually supply goods and
which kinds of goods and...what they actually require in the country,
so they’ve been sending ...err...European keyboards and things like
that to placesin Africathat don’t have any idea or unfamiliar with even
the types of plugs, cables...things like that...voltage and frequency to
the machinesto be sent. It isabig thing to be that IAPSO is, in some
sense, far away from the country offices...when we are trying to figure
out what kind of electrical specifications the country use

Non-
standardized
equipment
callsfor
creativity
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Service organizations provide immaterial services, which can not be stored, that
are produced and consumed in the same moment, it isimpossible to control the quality of
the service in advance; the quality must be secured when it is produced, at the “moment
of truth”, the interpersonal meeting between customer and provider. The social
interaction between customer and provider therefore becomes crucial for service
organizations. The staff member’s motivation, knowledge and interaction combined with
customer expectation and behavior becomes decisive for how the service is experienced.
The situation is made more complex since the customer takes part in the interaction
(Bruzelius and Skérvad, 1989). In recent years companies have turned focus from
creating brand awareness and aggressively findings new customers to instead build
relationships and add value to customers, relationship is especially important for
organizations delivering services (Cottler, 1996).The snippet below shows a good
example of how a staff member’ s knowledge, motivation and interaction can affect
customer experience:

The Rabbit: I am on the phone al the time to them and | have been
down there twice to build arelationship aswell...and | think that’s
what ismissing alittle bit because, it is very nice with these automatic
E-mailsthat go out, but you know they are so impersonal and people
just delete them, it is awful! Call them and say: “Hey, did your
shipment arrive, is everything ok...mmm...what can | do for you...do
you know thereis anew model coming out...thanks very much...”
They love that, then you also take the time to phone them ...that's what
we are missing alittle bit. ..

Relationship
building

The rabbit isin this case trying to focus on the personal relationship and understanding
the customer’ s needs; a good example of improving relationship, this approach is more
effective than product marketing-mix theory in knowledge companies. Relationship
focuses on finding solutions and understanding customers' needs and wishes, while the
marketing-mix theory aimsto “conquer” and attract new customer (Jaensson, 1997).

5.5 Summary
From the group interview my conclusion is that staff members are good at building

relationship, and know how to build long-term relationships and the importance of it, for
example:

The Rabbit: We can use the phone! We can use the phone and then we
do maybe one or two missions a year we have, if the consultant goes

Relationship
building




out. The more the consultants are home the less money we make
[laughter] the more you' re out there and, you know, have strategic what
we are going to focus on that better and then use the phone as well,
then you build arelationship, because its all about relationships, king of
relationships.

The problem seems to be that customers are not sure of which services IAPSO provide,
customers get different answers or experiences depending upon which unit or
procurement officer they have contact with, which can perhaps be explained from the
indication that IAPSO has unclear customer goals. Another important factor which could
effect why customers are uncertain of IAPSO’s services, are the organizational changes
|APSO has gone through, which has not been communicated to the customer making it
hard to manage or fulfill customer expectations.

One other area of problem seems to be the negative internal perception of resident
representatives, staff members believe resident representatives have a bad perception of
IAPSO as well, even though no one knows for sure.

The goal of managing customer experience is to improve long term gains by gaining
customer loyalty which is the crucial measure in creating valuable customer relationships,
people buy emotionally and then justify with logic. In today’ s demand-driven
individualized market it is more important to personalize values at the touch points with
customers. Many enterprises have values — often focused internally, such as “we will be
honest and trustworthy” but few enterprises.

Base their values on what customer wants
Involve employees in developing the values

Link the values to the brand promise

Encourage staff to align their behavior with the values

Reward employees for delivering the brand values
(Quote from Arussy, 2005)

The bullet points seem to apply; IAPSO do not seem to be sure of which services the
resident representatives require as no-one has talked to them, the staff members believe
that IAPSO’ s goals are confusing and cannot link the goalsto IAPSO’s vision. Since the
goals are unclear combined with recent changes it is hard to manage expectations
resulting in customers getting different treatments. WWhen categorizing an actor four

different categories are usually used; power, dependent, cooperation and conflict



(Bruzelius and Skérvad, 1989), figure 3 shows arich picture based upon the comments

given in the group interview, having the four categories in mind, summarizes this chapter.
The next chapter will discuss how the outside world really views IAPSO.

At
AN

Resident

We give inconsistent information
Representatives)

They don't like us,
we think...

n provide excellent service

Figure 3: Internal perception of IAPSO
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6 External perception
In this chapter the indications and hypotheses from previous chapter are compared with

the eyes of the external usersto see were similarities and differences exists.

All external interviews’ started with a“warm up” question were the interviewee
was asked to describe him/herself and what he/she does in the daily work, the question
was followed up by a question were the interviewee were asked to describe what they
know of IAPSO, already at this part of the interview it was apparent how different the
interviews would be; for example, one interviewee read the description of IAPSO’s
services directly from IAPSO’ s homepage, he patiently waited for my questions thinking
for along time before answering any questions, while another interviewee directly began
to discuss what | APSO needs to improve and was not so much interested in my questions
until he had let me know what he thought it was important for me to know.

In summary, what really struck me analyzing the interviews is how different the
problems of the interviewees are depending upon their specific situation; there are two
main factorsthat | believe influenced the interviewees answers and wishes, namely
personality and location specific circumstances. The difference in personality is perhaps
not a surprise, considering that the interviewees origin from different cultures, | was
surprised that location had an impact however. The analysis shows that even though the
interviewees seem to have the same areas of concern on the surface, such as complaints
of late deliveries, the underlying reason was very different for each person, each case
being unique, and having a different meaning to the interviewed person.

In order to get a structure and to compare the internal and external view, this
chapter has a similar presentation as the chapter, “Interna perception of IAPSO”. To
preserve anonymity the interviewees are presented with a nick name.

" For a short summary of each interview see appendix B
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6.1 Understanding the history of IAPSO

Even though most of the interviewed persons had more than five years of experience with
|APSO only The Fish mentioned or recognized the changes |APSO had gone through (no
guestion was asked explicitly if the interviewee had noticed any changesin IAPSO the
last few years however). The Fish said “and then, frankly speaking, we are wholly
satisfied with what they [IAPSO] are doing, presently. Particularly, most times it was a
little bit different. Now they are reacting promptly to al the requests”, indicating that he
was less satisfied before. In response to why the interviewee thought services had
improved The Fish said: “I think it's because of surveys they also had ataker, and then
they didn't pickup and the reaction of the customers, | think so. | don't know exactly, |
can't say with precision what is on the face of thisimprovement, but | think they are

attempting to adopt all our observations. | think so.” Here The Fish is not sure why the

services improved but believe the reason is because IAPSO istaking action on the
feedback gathered from previous surveys. When asked when the service improved The
Fish says“Uh, let's say, 2002.”, which fits well with the time |APSO became self
financed, it is tempting to draw the conclusion that the improvement happened because of
the reorganization, examining |APSO’ s database however, it is interesting to notice that
early in 2003 the procurement officers handling requests for this country office were
changed which could be the reason for improved service, later section will show the
importance of chemistry between the service taker and provider. The fact that the
interviewee knew that |APSO had done a survey and cared for him might also have had a
Hawthorne-effect® (Bruzelius and Skérvad, 1989).

| do believe that The Cat has noticed changesin IAPSO, her comments seem to
indicate frustration that some staff members from IAPSO will not provide her with
guotes anymore (before the re-organization |APSO provided quotes for all request), so
she uses a staff member from |APSO with whom she has a personal relationship who she
knows will provide her with a quote. Many statements (described later) from The Cat
describe how she wishes IAPSO to change their business to be more customers oriented
to fit to her needs.

8 In an experiment by Hawthorne of how to increase production by changing light etc it turned out that any
change would increase efficiency as long as the employees felt that someone cared for them.
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6.2 Communication with the outside world

Internally staff members believe that IAPSO is seen as a warehouse or supplier (See
section 5.3.1). The interviewed persons had varying knowledge of |APSO, from very
good knowledge to limited, all interviewees except one, no matter how well they
understood IAPSO’ s business idea, used or understood IAPSO’srole as a supplier
delivering goods (from my understanding). The reason behind the perception of IAPSO
as an organization delivering equipment was different however; this interviewee wishes
IAPSO to have a stock from which equipment is shipped®:

TheHydra: And you have to be sure suppliers, or you have to have
some such acting, we don't say, (inaudible) warehouse. [...] You have
to have some quantity in your stock. Once we have an order you just
install it and ship and we can submit it to our technicians. It would be
much better rather than wait to place the order, then you would start
ordering the security items, then you will install it. If you haveit in
stock, | don't know for how much the amount you will be stocked, but |
think it's good if you have some of the items to be stocked.

In reality IAPSO do not have any warehouses, but order equipment from a supplier and
hire afreight forwarder company to handle the freight, the interviewee is not aware of
IAPSO’ s procurement role. The Cat however, isaware of IAPSO’s procurement role but
do not agree to it, here she quotes a staff member from IAPSO: “-*Well, we want to be
sole source. We're not asupplier’. | mean if you want the business, you've got to bein. If

you want to be in, you' ve got that sort of thing**°

, explaining that IAPSO islosing
business with their requirements to handle everything. The Cat means that |APSO needs
to be more aware of customer needs and demands: “I think you've simply got to sort of
market yourself asin a different way as supplier to the UN or something because... |
don’t know quite how you' re going to do that but, but... that’s how we think of it out
here. | will often, you will be one of my suppliers. One of the ones | ask to quote.” The
Cat believes other country offices share her view, when told that |APSO do not wish to
be seen as a supplier she said, “No, Exactly, exactly. But of course, country offices they
do. They see you as being one of our suppliers’. Only the Fish (in my view) understood

and used IAPSO as a procurement agent:

® The view given by The Hydra corresponds very well to how staff believe IAPSO is perceived internally,
see The Rabit’s quote labeled “Wrong Information” in section 5.2.1 for example
19 Compare with the Lion’s statement in section 5.2.1 labeled “Inconsistent information”.
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The Fish: Frankly speaking, | can't say what other countries think.
What | can say iswhat our country thinks of the IAPSO. For us,
IAPSO is aprocurement agent. It'swhat'sin the mind of some
membersin general, right? They don't consider IAPSO as a provider of
training services they tax. For instance, you talk about IAPSO; the first
thing they capture is procurement.

The Fish was not aware of other services that IAPSO provide, earlier she had asked “ So,
|APSO deals only with procurement, right? They don't deal with the training of staff? Of
UNDP staff?” No interviewee had a complete picture of all services provided by IAPSO.
The interviews indicate that IAPSO is foremost known for its capability to sell and

deliver equipment and the customers main interest is to buy equipment, maybe because

they are not aware of other services.

6.2.1 How IAPSO adds value

When asked what the interviewees appreciated most with IAPSO, very different answers
were given (but they all had to do with purchasing equipment). The Fish appreciated the
low prices: “Y eah, the prices, you know, you know it better than | do. We are so deluged
with a barrage of suppliers which are worthwhile, then the prices are a little bit lower,
lower than some other suppliers.” The Cat appreciated that |APSO was handling the

process with the CAP and ACP committees™:

The Cat: Well, you have the advantage especially with high volume
over ahundred thousand and that it really decreases our work load as
far as ACPICAP, all that sort of stuff right? Thisiswherel really like
going with IAPSO because it saves us alot of hasse and alot of time
like that. And especially now with the [project], I'm doing very rushed
procurement. Every thing is 24 hours and (inaudible) has said he's
going to give a blanket wavier. Ok. But we' ve till got to report post
factually. But anything that I’ ve got that | know is big like the hard
skin vehicles, soft skin vehicles, and notebooks...all thistype of thing. |
have got them all through IAPSO. Because | know they can waive this
competitive bidding aswell and it’ s all kosher. (Inaudible).So that’s
why | likeit. And...but | find that | find for smaller orders, by the time
IAPSO’ s put their handling fee on it and air freight, then they are not
competitive.

! Whenever procurement is done within the UN system over a certain sum of money the procurement has
to be examined by the Contracts, Assets and Procurement panel (CAP) or the Advisory Committee on
Procurement (ACP) whose role it isto ensure that all procurement has been donein afair and transparent
manner in accordance to the UN system and regulations. When procurement is done through along term
agreement negotiated by an UN agency the procurement do not have to be submitted to the CAP or ACP.
When IAPSO does procurement for another agency or country office IAPSO handles these procedures,
meaning that the customer do not have to do it.
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The Hydra also appreciated that |APSO handles the CAP process: “[...] we need to ded
with APSO, because we know you are famous for (inaudible) this long agreement and
we don't have to go through CAP and the mission from New Y ork, to buy from
(inaudible). So that's why we prefer to deal with IAPSO.” The CAP process is handled
by IAPSO and is an added value to many of the interviewees, for example also Mr. Keep-
It-Simple sees IAPSO’ s long-term agreements as |APSO’ s major strength: “Well,
obvioudy, in al of their long-term agreements. | mean vehicles. IT equipment, without
any shadow of adoubt. | aso have used IAPSO orders for reordering, you know, when
we have the process of reordering in UN.” The strength of using long-term agreement is
that items procured under the agreement do not need to go through the CAP process
which might be what Mr. Keep-It-Simple sees as the advantage. The Thoughtful Cat
thought that a good procurement agent would provide best quality of services defined as
“the price, the competitive price; the shortest delivery time; the best communications and
follow-up”

According to the interviews |APSO’ s strength is its long-term agreements; thisis
where value is added and expectations exceeded, a service that raises the bar for
competitors and creates loyalty. IAPSO’ s weakness is that other services are not known,
this can only be communicated at the “moment of truth”.

6.2.2 Delivery times

All interviewees had concerns regarding delivery times, the interviews contains several
examples showing the complexity of global logistics handling, presented below are
guotes from different interviewees each having a different perception. The first example

comes from an interviewee who has worked in several war-zone countries:

TheCat: but | know that very often when | say to my end users, “Oh,
I’m getting something from IAPSO.” They say, “Oh (groan) it takes far
too long with IAPSO, far too long.”

Interviewer: Do you know what it is that takes long? Is it delivery or
handing or...

TheCat: Yea, they just this perception that everything takes far too
long to delivery and then get into the country and “why don’'t we just
buy locally?’ That’'s always the thing. “ We can buy thislocally.”
Because then they don’t have to hassle with customs and clearing it
from the airport which really, really adds alot of time. Y ou know
IAPSO can say, “We can have it to you in 2 weeks’ but then very
often, we have another three weeks ** here you know.
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Interviewer: Because of the customs.
The Cat: Exactly so.

Where The Cat islocated the clearance of customs takes longer than the actual delivery
time, thisis afactor IAPSO cannot control. The second situation applies to an

interviewee who has worked in several developing countries:

The Thoughtful Cat: Yeah, also, it isvery very easy for countries
located on the sea, who ... countries having harbors and ports. [...]

Delivery services are very very interesting for such countries. Very

quick. [...] But when it comes to landlocked countries, there comes
many many problems. [...] Especially due to delivery time.

Trying to pinpoint why it takes longer time to deliver to landlocked countries | asked for
the reason, if for example customs mattered, The Thoughtful Cat answered: “For
customs? | don't foresee any major problems so far as the UNDP is exempted from
taxes, and so thisis not the major problem. It'sonly the transportation.” Here customsis
not the problem, it liesin inland transports, another problem IAPSO cannot control.

The third example concerns construction time for vehicles, when IAPSO receives
an order for vehicles the order is sent to the vehicle manufacturer who will produce the
vehicle. IAPSO do not have a stock but orders directly from the manufacturer to offer
lower prices. An order from Toyota normally takes three to four months as is shown in

the table below.
Table 1: Typical delivery cyclefor vehicles

Vehicleisordered  Manufacturer Vehicleis Vehicleis Vehicle arrives at
by | APSO plans production produced transported to destination
for next month destination.
including IAPSO’s Normally takes
order four to six weeks
by sea.

The Hydra complains that he can have the same car from another supplier in three weeks

but prefer to use IAPSO as it eases the procurement process and is cheaper:

TheHydra: Regarding, the delivery time. All here we are concerned
about the delivery time, the delivery time, delivery time. [...] The
delivery time will take at least 3 months, which is unacceptable at all

12 Can be the same month as the order month if the monthly production deadline has not passed
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with the need of the office and always our order and the breakdown of
them, the mission is waiting and we're expecting alot of problems with
thislong delivery time.

The problem here is the time it takes from placing an order, producing the vehicle and
delivering it, developing countries often having humanitarian crises and three months can
be along time. The Hydra says that if ordering from another agent “we get the item
within three weeks’ but that “we need to deal with IAPSO, because we know you are
famous for (inaudible) this long agreement and we don't have to go through CAP’ and
that iswhy they prefer IAPSO but “Really we are in trouble with this long delivery time
for the vehicles.” The delivery times of vehicles become a problem to the country office
because the projects often have a shorter time span than three months, from the day of the
request; this problem is aso out of IAPSO’s control.

The fourth example exemplifies a delivery made late because of procedures and

lack of expertise:

Mr. Keep-lt-Simple: and he spotted a problem with APSO and the
programin [country]. It was not entirely IAPSO’s fault, but the bottom
line was that some of the bids were taking an unacceptably long time.

In one case, in excess of 15 months, you know, from procurement
recommendation to purchase order.

Interviewer: Do you have any ideawhy?

Mr. Keep-It-Simple: Yeah, | know exactly why.

Interviewer: Okay.

Mr. Keep-It-Simple: Now, what happened was [person] saw this and
there were alot of complaints. We're paying IAPSO, if you can
imagine, alot of money, many many hundreds of thousands of dollarsa
year. [...]JAnd what was quite apparent to me was the fact that, because
you have the technical peoplein [country], you had ateam in [country
2] which were not really experienced in [professional skill]. [...] And |
suggested numbers of ways in which we should revise our tend to
procedure, which IAPSO did not have. They didn’t have this procedure
which | was used to, now, from DIFIT and from the European
Commission. Which, we had, for ex ... one example, which was a
glaring example, that first of all IAPSO’s deadline times are so short, in
some cases 18 days or less, for a value of one million dollars was, |
thought, absolutely unbelievable

Mr. Keep-1t-Simple’s problem is IAPSO’ s procedures and expertise which was not
satisfactory, leading to long delivery times, this problem however is something that
|APSO has the possibility to influence, internal procedures can be changed and expertise
can be learned.
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In the interviews it is only The Fish who mentions failure to deliver on promised
delivery dates saying that: “Maybe they can make some effort in terms of the time.
Because some of the time if you order it takes more than the expected time.” Many
interviewees raises issues which are hard for IAPSO to control, that lies outside IAPSO’s
sphere to control, such as manufacturing deadlines, customs, bad infrastructure etc. Even
though these issues are outside of IAPSO’s control |APSO might still be blamed™® as this

snippet show:

The Cat: thisis the thing when people then tend to think, “ Oh, well,
it'sIAPSO’ s fault” because it’s been sitting in the airport for days.
Wereit's not really your guys fault but it’s just al the bureaucratic
hassle that we have in our country that’s giving it out. That’s customs.
That is al sort of tends to just be dumped on your shoulders. Oh, well,
anything that you buy from IAPSO is going to take forever. Right

The picture given from the interviews shows a complex world regarding delivery times
were each interviewee has specific problems. Previous surveys showed an indication that
delivery problems were abig issue, the interviews adds to this picture, but aso shows
that it is not only a matter of whether delivery was made in time or not, but reveals other
sides of the problem, this can explain the inconsistency in the web survey were 75% of
the surveyed say that the order was delivered in time but 35 out of 65 comments is about
delivery times.

6.2.3 Displacement of goals

Especialy one of the interviewees was irritated at IAPSO’ s persistent requests to take
care of the whole procurement process, which is to handle the invitation to bid to
suppliers and select the most qualified supplier, refusing to provide quotes to the
interviewee. From the interviewee' s perspective, IAPSO wishes to handle the whole
process to make sure they will be getting business; this was mentioned several times

during the interview, for example:

The Cat: Oh because he says, “It's just costs us too much money.
WEe're not going to take the time to quote if we're not going to get the
order.” And we got very angry at [our country office] because they
[TAPSQO] were going to start pushing afee that even if we didn’t order,
they were going to charge us 5,000 dollars or something ridiculous.
And that would have stopped us using them [IAPSO] totally.

3 Compare with quote in section 5.3 “|APSO gets blamed”
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The statement shows a conflict is between IAPSO’ s goals “ being good UNDP member”,
supporting and helping other UNDP organizations and the goal to “maintain and improve
financial soundness’, alittle later The Cat clearly states she wishes more focus on |APSO

supporting her than focusing on the financial soundness:

TheCat: Yes. Wel, basically, you've go to have peoplewho are....
willing to go that extra mile and look out of that blanket type of
....monetary type of view point. If we're not going to earn our kroner,
then we're not going to do it. You' ve got to have that sort of that
customer orientated, “Y es, We're going to help and we' re going to help
here and there. We might not win these cases but, the fact that we've
given the extra service on these cases is going to win us a big one down
theroad.”

In The Cat’s view IAPSO’s goa to maintain financial stability is seen as |APSO wishing
to make profit on every order. The internal focus group was in agreement that the
message sent to customers is inconsistent. One member, the lion for example, complained
that while he was declining a request another staff member would accept to provide a

quotation, for The Cat this is exactly the case™*:

TheCat: And ... and so that’s another hiccup because | find that if |
ask for aquote, if IAPSO is not the sole for plan then you're reluctant
to quote. And that isa pain. Actually [APSO staff member on€] is
always very good. he'll aways give me a quote even if she doesn’t get
the order.

The Cat’ s solution is to do exactly what the Lion isirritated about, to ask another staff
member. My hypothesisis that staff members in some cases have to choose to either
please the customer or to protect IAPSO’ s financial soundness, thisresult in inconsistent
customer experience and different information sent to the customer, in this case The Cat
is picking an officer she has a good relationship with, from whom she knows she will get
aquote. Another layer of complexity is added to the situation; The Cat is aso under
pressure from the management to get quotations from IAPSO: “But ... just to have my
filesin order and to justify to ACP that | have checked it with you, | need to have a quote
from you. But then, often it’s, ‘Well, are we supplying this or are we no because we're
not going to waste our time giving you aquote.”” So The Cat is under pressure from her
country office to get a quote from IAPSO and at the same time she is refused a quote
from IAPSO if she can not get in contact with the “right” staff member at |APSO.

14 See section 5.2.1, the quote |abeled “Inconsistent information”
15 This seems to confirm the hypothesis put forward in the last part in section 5.2.3



6.2.4 How IAPSO is pictured externally
| added a “stupid” question last in the interview were | asked the interviewee to resemble

|APSO with an animal. My hope was to ease the professionalism that | expected to
encounter and to get a spontaneous answer revealing the perception of IAPSO with a

harmless question and to be able to compare the external and internal view:

The Cat: (Laughs) My immediate reaction is a rhinoceros. (Laughter) |
don’t know why really. A bit bullish and cumbersome. (Laughs) Y ea,
that’s the only thing that comes to mind but, | really don’t know why.

The Thoughtful Cat: (Laugh) A dog because ... adog protects his
manager, guides him ... it guides him in some instances. Through this
guidance, it could be either if there is a danger, if thereis a weakness
somewere, so that the manager or the appropriator could think twice
and then think about how to get his right feet on.

Mr. Keep-It-Simple: (Laugh) Onetime | would have said avulture.
(Laugh) But that’s not fair, because since then I’ ve met many |APSO
people, I've worked with afew here, [staff member], | don’'t know if
you know [staff member]. [...] So animal-wise, yeah maybe, | don’t
know. Bloody hell. | wouldn't say a Dodo or anything. | wouldn’t say
avulture. How can | put it. Maybe something like a cheetah, looking
around, slightly nervous, making sure that when he makes hiskill he's
got theright thing. And invariably he loses quite alot. But in the end
he gets there, you know? (Laugh) But always sort of very wary of
looking over both shoulders to make sure he's pleasing everybody at
the sametime. And runaway ... no, no, he’s got to get the job done.
But he's always very wary that someone is going to kick his ass.
(Interviewer laugh) And of course he’s got lots of enemies. The
hyena, the lion, the leopard. They’Il al spot him out, you know? So
yes, maybe the cheetah. But very nice and sweet and normal.

TheHydra: (Silence) No. You got me. [...]A donkey, donkey. [...] Because (inaudible)
Also because it's an animal from our environment and then that's alot of animal.

The Snake: Ah! IAPSO look likea...asnake. No, no, no it's not true
it'snot a snake, but IAPSO isaDog Huh?Yeah, adog...adog is more,
more near to..how they call...it's a owner okay? Y eah the owner,
IAPSO, IAPSO, near to the owner. It has clients (inaudible) IAPSO,
IAPSO looks like a dog.

The animals used to picture IAPSO internally all had attributes which reflect strength,
flexibility and independence/freedom while UNDP was seen as a dinosaur™®. Externally
however IAPSO isin many cases associated with contradictive values, such as a being
close to his owner, have the need to please everyone, al attributes that signals

dependency rather than independency. Two interviewees mention the dog, normally

16 See quotes in section 5.2.2 for comparison
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associated with attributes as loyalty, devotion and protection (Biedermann, 1989),
perhaps staff at |APSO wishes to be an independent organization but externally IAPSO
seems to be viewed differently. The spontaneous first reaction, mentioned by two
interviewees, were a vulture and a snake, both normally associated with less favorable
attributes such as living on the dead or being a tempter. The Cat’s picture of a bullish and
cumbersome rhinoceros fits well with the concerns she has with IAPSO. One
interviewee' s animal is missing as the batteries in the Dictaphone died before this part.

6.3 The resident representatives

Both the analysis of the quantitative surveys and the internal focus group interview seems
to indicate that the resident representatives’ view of IAPSO is different than external
procurement officers' view of IAPSO, the interviewees were asked if they thought that
resident representatives have a different perception of IAPSO than they have themselves,
the answers were al different:

The Cat: Well, yeaalot of people have alot of negative impressions
of IAPSO. | find this quite across the board. They say, “They find you
bureaucratic. They’re too dow. Too expensive.” Thisisthe general
attitude and of course, | struggle alittle bit[...], they think I’'m biased
toward them. So they tend to sort of think I’m buying more from
IAPSO than the others would because | want to give you business or
something. And it’s not this because | know what can you guys can
deliver and I’ ve got more inside knowledge and things. But | use them
far more than...far more than my colleagues here for example. So in
many cases, | have gone to them and they’ ve come to me and said, “Do
you know were we could this and this and this’” and | said, “Go to
IAPSO, go to IAPSO, ask them.” “Oh, do you think so?" And so,
you've got to pushit. (inaudible).

Interviewer: Sorry. Do you have an idea were this impression comes
from?

The Cat: Well, just experience | think.

The Cat believes that resident representatives have a bad perception of |APSO based
upon experience®’, the negative picture seem to stick even though she is promoting
IAPSO, it seems asif The Cat istrying to change the resident representatives picture but
IS meeting resistance which indicates that she does not have the power to change their

perception.

17 See section 5.2.1 for theory of factors that affect perceptions
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The Thoughtful Cat meant that the resident representatives are not involved in the

procurement process and therefore do not get their perception of IAPSO from the

procurement officers:

The Thoughtful Cat: Eh, | don’t... anyway, the other representatives
don’t deal directly with IAPSO. People who dea with IAPSO, people
who |, as [person] and myself, [inaudible] asin specia operations.
Interviewer: Exactly.

The Thoughtful Cat: So, | don’'t know, some of them who show
interest ... who have anidea ... in case they decide to buy their
personal vehicle through IAPSO.

Interviewer: But otherwise, do you think they are aware of IAPSO’s
services, and what IAPSO do? Or isit just you, as the procurement
expert, that know what services |APSO provides?

The Thoughtful Cat: Yeah, | think if I am not mistaken in each
country office, the best person who knows, who has much more
knowledge about the IAPSO is the person responsible for procurement
administration.

In The Thoughtful Cat’s country office the resident representatives are not involved in

the procurement process, he says: “Y ou ask, to be frank, residents too don’t have much

time to deal with theseissues. “ Inthis case The Thoughtful Cat actually does not know

which impression his resident representative have and most likely do not influence the

resident representative’' s perception. With Mr. Keep-It-Simple the situation is the

opposite:

Mr. Keep-lt-Simple: | don't think that our resident representatives
would know a great deal about IAPSO for the simple reason that we' ve
never used IAPSO for so many years now. So, our present incumbent,
| don’t think for one minute they would have anything against IAPSO.
And | think an example of this would have been the elections last year
when |, our RRs then was [resident representative’ sname]. And | said
[resident representative’ s name], now the only way we can do thisis
through IAPSO. And of course, fine [Mr. Keep-It-Simple], whatever
you think. No | don’t think the RRs in my history, in my case, in my
experience, that I’ ve worked with, and there have been 3, have got
anything whatsoever against IAPSO. And | would think that they
would have the same feelings that we have. Because we, of course,
would advise them accordingly.

Interviewer: Yeah, exactly.

Mr. Keep-It-Simple: | don’t think myself or [resident representative’s
name] have ever, sort of, hammered IAPSO. We ve had our grouches,
bloody IAPSO this and that, of course. (Interviewer laughing) But no,
when it comes down to brass tags, no, we' ve got nothing.

Interviewer: Would you say it’s true that the res. reps get their
opinion of IAPSO primarily from procurement officers?

Mr. Keep-lIt-Simple: Yes, absolutely. Absolutely.
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From thetext it is clear that the resident representatives ask Mr. Keep-I1t-Simple for
advice and that they work close together (for example using we to reference himself and
the RR), he is sure that the perception of IAPSO comes from the procurement officer.
The Fish believe resident representatives can have a different perception than the
procurement officer:

The Fish: Sometimes they have different opinions from ours, | mean.

Because we understand what |APSO is doing, they don't, they don't

understand it aswell. It'sup to usto explain in order to have the same

viewpoint with us. The same level of understanding, | mean.
The Fish believes that resident representative and the procurement officer can have
different perceptions if the procurement officer do not bring the resident representative to
the same level of understanding, meaning that (in my understanding) that a resident
representative who understand procurement would have the same perception as the
procurement officer, apparently thisis not aways the case. In the context | interpret that
The Fish means that better expertise of the complexity of procurement gives a better
understanding of things that can go wrong which leads to more understanding to these
issues, than someone who only sees, for example late deliveries, and is not so forgiving.

From the external interviews it is hard to say how the resident representative's

perception of IAPSO is formed, the perception seems to be formed differently in each
office, and the perception can have its origin in type of leadership, previous experience,
being involved directly with co-workers, viewing the final results etc. The internal view
seems heterogenic and do not fit with the external view®, from the interviews and the
meetings it does not seem as if the resident representatives have such a bad perception of
|APSO as staff internally might believe. To conclude, it seems as the perception resident
representatives have depend upon multiple factors'™, were one important factorsis the
very different (asit seems) personalities the resident representatives have, which effect
from were they get their perception.

18 See quotes in section 5.3 for comparisons
9 As suggested by Thomposn and Kolsky, Cottler and Hogan in section 5.2.1
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6.4 IAPSO’s customer goals

The interviewees were asked to comment |APSO’ s customer goals; | was interested in
knowing if they were aware of or recognized IAPSO in the statements. | wished to
understand how the statements were interpreted as the internal perception was that
external customers would not understand them correctly®. In the interviews | did not give
any explanation of how the statements should be interpreted, | told the interviewee that
the statements were IAPSO’ s goals set up to increase customer satisfaction and the
interviewee was asked to associate freely around the statements. In genera | got two
types of answers from the interviewees. It might be coincidence, but the two native
English speaking persons reacted spontaneously and asked for clarification, for example

I nterviewer: Have you heard of IAPSO vision?

TheCat: Vison?

Interviewer: Yea, buying for a better world?

The Cat: Oh god, that awful one but, yea. (Laughter)

The Cat: What does that mean exactly?

Interviewer: Yeathat was exactly the question that | was going to ask
you? (laughs)

The Cat: Well, | think it'sweak and | think it does nothing for me.

Interviewer: The next statement is: to provide state of the art system
contracting solutions.

Mr. K eep-lt-Simple: What the devil does that mean? (Laugh)®*
Interviewer: (Laugh) That'sacompletely fair answer.

Mr. Keep-lIt-Simple: Now if you had said something like that to a
delegation of [country] businessmen, they would nod their heads, and
think they knew al about it, but they’d think, Oh geeze, what's he
talking about?

Mr. Keep-It-Simple: | have no ideawhat that means, I'm sorry.

My hypothesisis that the native speaking interviewees are more comfortable in saying
that they do not understand a statement as they are experts in their own language while
non-native speakers struggle to create an understanding. The non-native English speaking
persons reacted differently; in two cases | got the feeling that the respondent did not
really understand what it meant but felt he/she had to give an answer even if he did not

really knew what to give an answer to:

Interviewer: [repeats question] Provide state-of-the-art system
contracting solutions. Isit vague or isit crystal clear?

TheHydra: Yeah, actually, one of my colleagues is attending one of
these courses they've got in contracting services. | don't know,

% See section 5.4 for the internal perception
2 |nternally this goal was also seen as “extremely confusing”, see section 5.4, section labeled “Unclear
goas’
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Contracting (inaudible) something, | don't remember the full name. But
they are part of UNDP contracting system. And, when he present what
he attend, it is useful and I'm planning to attend the same|[...] Butin
genera | think IAPSO is doing well in this part

Here the interviewee first talks about a course held by |APSO and then rounds up with
stating that IAPSO is doing well in this part. In two of the interviews | had a trandlator
attending trand ating the statements to the speaker’ s native language, when a statement
was tranglated | got an answer more in line with the native English speaking persons, for
example “Yeah, | understand it, but it's not clear for me.” It is my understanding that
none of the interviewees thought the statements were very clear or understandable.

None of the interviewees were aware of or understood the customer goals, if the
customer does not understand an organizations customer goalsit is hard to set or control
customer expectations. The un-clarity of the goals might affect the picture which external
customers have of IAPSO%.

6.5 IAPSO —the knowledge organization

In section 5.5.1 it was assumed that IAPSO is a knowledge organization. Severa
comments among the interviewed strengthens this picture and show the complexity of the
world IAPSO operates in, even catalogue procurement® is complex; region specific
aspects have to be taken into consideration, such as trade embargos, steering orientation
etc. Knowledge organization needs to have skilled staff members who understand how
crucia the socia interaction is between the customer and the provider (Bruzelius and
Skarvad). | will concentrate on three issues which were brought up in the interviews that
can affect customers experience of IAPSO.

Physical presence and complexity of procurement

How relationship effects business

Declining requests

% Thjs seems to confirm my question raised in the end of section 5.4
% With catalogue items is meant equipment that has standard specifications, where |APSO has negotiated a
Long term agreement with the supplier. For example a Toyota Land cruiser or a Dell latitude D600
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6.5.1 Physical presence and complexity of procurement

In general the interviewees seem satisfied with the way things are when they are
procuring catalogue items. For complex procurement, or in situations were something has
gone wrong, a general wish was expressed for |APSO to be present to solve the problem.
Mr. Keep-1t-Simple explained that they had stopped using lAPSO in complex project
since coordination with IAPSO staff members, being present only in Copenhagen,
became to slow and complicated but the interviewee felt certain that if |APSO had been

present in the country it would have been a different story:

Mr. Keep-lIt-Simple: You know, let metell you one thing that | have
certainly learned here in the last 3 years, and I’ m certainly learning it
now in the last 6 to 9 months, or so, that we' ve been with UNDP in
[country]. That the benefit of being, if you got alarge budget, the
benefit of being actually here, is priceless.

Interviewer: All right.

Mr. Keep-lt-Simple: There' s no way that the tenders | am doing now
... for example, I am at this moment, working on about three bids
because [officer]’sin [City] and two of our staff are on leave and oneis
sick. And | am working on three big tenders, okay, 3 million, 1%
million, amillion. But if | wasn't here to be able to pick up the phone
and ring our technical people close by [...]I would say it isimpossible.
| would say that all these guys could have dealt with IAPSO in
Copenhagen, across the desk, or at least once a month coming to visit
from [country], or whatever. | would say it's very very difficult. Very
difficult. | think if IAPSO would have been here in the [name of
operation] days, and | know they had some representation here, but |
think if they (I don’t know whether it would have been possible)
created the office on behalf of the [name of operation], it would have
been a different story.

Because of the complexity of the procurement it was not possible for IAPSO to handle
the process from Copenhagen. The country office uses |APSO for less complex catalogue
procurement, Mr. Keep-1t-Simple meant that: “V ehicle agreements are dlightly different
because when you' re dealing with vehicles you know what you want. Y ou’ve already

got the LTA and everybody’ s approved it. It’s pretty strait forward.” When it comes to
catal ogue procurement the complexity isless and no physical presenceis required from
IAPSO. The Cat, who deals with catalogue procurement, argues along the same lines:

The Cat: Well, | don’t know. | think probably for some country offices
that for the very high profile and doing alot of business, it might be
beneficial to have.. to embed a staff member for say 6 months or
something. That could be beneficial.
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Thereisasmall difference in The Cat’s argument; hereit is the amount of business that
decides whether |APSO needs to have staff present and not the complexity. But later on

The Cat argues that it is cumbersome for a country office if something goes wrong:

The Cat: Quote and delivery and | think the fact that you guys are no
were to be seen. And thisis the thing, people think, “Oh, well, God
we're ordering stuff from IAPSO in Denmark and we never see them”
SO we can never come to you. Were asif we buy from Joe Blogswho's
around the corner here ... if something goes wrong, we can just march
to his shop and say,” Come and fix it.”[...]JAnd were they think,
“1APSO by the time we send a dozen emails then we'll never hear from
them again and then it’s our problem. Whatever the problem we' ve got
here, we're stuck with it.”

The opinionisthat it isto complicated for IAPSO to handle the problem from afar
distance so they have to solve it locally which is cumbersome, therefore it is easier to go
to alocal dealer, on whom they can have tougher demands, because they are physically
available and can do something about the problem!

Both The Thoughtful Cat and The Fish deal with catalogue procurement, none
mentioned any cases as complex as Mr. Keep-1t-Simple or The Cat but The Thoughtful
Cat spontaneously suggested that | APSO should have regional representation, but that
there was no need to have it in his country: “Not particularly in our country, but in a
neighboring country”. The Fish said that (in answer to if physical presence of IAPSO
would help him): “Not actually. But, uh, it could be good with everything. | will tell you,
if you know someone face-to-face and then maybe if you send a message you can see
they are sending to this person, thereisvaue on it.”

My conclusion is that when complex issues and problems happen, the
interviewees wish to have someone from |APSO physically present to help them with
their problems, but when procurement is ssmple and straightforward there is no real wish
or need for IAPSO to be present.

Internally staff believe that the reason for IAPSO’ s services not being well-known
to the outside world®* is because too little time is spent out in the field were the customers
are. The interviews indicate that country offices need |APSO presence when complicated
procurement is undertaken. This approach is different from the internal perspective were
|APSO presence were foremost seen as a strategic tool to capture business.

2 See section 5.2, quote labelled “No visibility” for example.
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6.5.2 How relationship effects business

Quality of serviceisoften referred to asif the customer receives the service promised,
thisis however only one part of the truth; thisis called the technical quality of the
outcome. There are numerous interactions between the service provider and the customer,
including various moments of truth which will influence the customer. The customer is
also influenced by how he receives the service; thisis called the functional quality. The
total quality experienced by a customer is built on both these experiences (Gronroos,
2000). During al interviews the interviewees stressed how important it was for them to
have contact with someone at |APSO who they can trust and who can help them. What is
indicated in the interviews is that personal chemistry seems to be vital for the customer,
as The Cat says. “While I’'m just saying that it’s important the chemistry, the business
and working relationship that you have with people there.”? I n the quotes below the
same | APSO procurement officer is given both bad and good functional quality from two
different interview persons. The names of the IAPSO employees have been replaced

within brackets but all reference the same staff member:

IP1: Exactly. | mean, for example, it's awful to say this but thisis
confidential... [staff A] gone on holiday right so she’s (inaudible). Well,
if you need anything now on these [staff B] ..... I’ ve had nothing but
disaster with him and | felt (groan) If I'm having to deal with her now...
and [staff C] will be back next week. Well | find him extremely
difficult to work with too. | find him very inflexible and so ... if | was
just dealing with these people, | wouldn't use IAPSO at all.

IP2: | may give my congratulationsto [staff F], [staff B] and [staff G].
They promptly react, and if there is a problem, they don't wait for long
before asking for provisions. And then thishelpsusalot. Just to deal
with them and then to cope with them. And if there is an order that we
have placed and they are protecting the supplies, they keep us informed
of what they are doing.

IP1: [staff D]. | had atremendous amount of work with him last year
with the [equipment] stuff. And, | mean, he's ok. But again, alittle bit
pedantic and inflexible. Alright. So | sort of tend to sort of think, “Oh
well, I'll just... yes, | know | need these [equipment] but, I’m not going
to go [staff D]. I'll go to [staff A]” And with vehiclestoo. | suppose |
should go to ... something like [staff E] or [staff F] but, | don’t get the
servicethat | doif | go to [staff A] for example. [...] | tend to pick my
people.

% Also internally relationship was deemed important se section 5.5.1, quote labelled “ Relationship
building” or first quote in section 5.6 labelled * Relationship building” for examples.
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Assuming that internal staff is professional and treat customer in the same way it seems
asif chemistry between internal staff and the interviewed person is important, if the
interviewee get what he or she expect to get there is an understanding, if one person is
interested in details and the second person is not, the second person would probably
perceive the first person as pedantic and inflexible. P1 receives different level of
functional quality depending upon whom he has contact with, this might be because of
several reasons such as. higher demands, that she encounters more problems, cultural
background or her personality.

In the internal group discussion the rabbit stressed the importance of building
relationships with customers and so do all external interviewees, but a new factor is
added, the chemistry between the actors, which effect functional quality. IP1, for
example, stresses several times that he wishes to contact IAPSO staff member A: “1 mean
| have used IAPSO quite extensively both in [country] and here because | have a good
working relationship with [Staff A] and (inaudible) particularly so | get results.” Another
interviewee did not have a singular relationship:

TheHydra: | want someone who would be responsible for our items.
To alert me for anything for [country] office, you contact me. it would
be good for me. It would be good in any instance. | don't know to
whom | have contact, but | think you have someone for ID for vehicles,
right? 1f you appoint someone to be responsible for all [country]
orders, in this one, it would be much better. Then he will (inaudible)
same person in your office there.

The reason The Hydra wishes to have one person to contact is because of problems
getting hold of anyone able to inform him about a quotation: “Last week | have a
quotation for four vehicles. Two weeks I'm sending reminder, reminder to everyone.
Then, (inaudible) what | have done, I've gone to your website and | have found the four
names | think, some director and that [staff member] has left.” The Hydra complains that
“people dealing with issues are not always the same” and because of that “people are not
worried about what you did last time, so they ask the same questions.”? The experience
The Hydra gets, dealing with IAPSO isthat he will have to start all over which seems
cumbersome and even though the technical quality might be good the functional quality
isin this case not. Another interviewee did not appreciate the idea of having just one

% This comment seem to fit well with theinternal perception of how IAPSO is perceived externally, see
end of section 5.2.1 for example



contact person as he was afraid that would mean that person might not be accessible and

because it could be considered rude to other contact persons:

The Fish:(Woman's voice translating - man speaking French in
background) - He prefersto have several persons, because if you just
have one it means you don't trust the other. Oui (Man telling her to hold
on - speaking in French in the background) He prefersto have severa
persons, so if oneisaway you can deal with the other one. And, he
thinks for a company it's better to function in terms of team instead of
having one focal point

Here it seems as The Fish have received good functiona quality with more than one staff
member and therefore wishes to have several contact points, this also indicates loyalty to
the staff members.

No matter if the interviewees wished to have one focal point or have cross team
communication, relationship is the keyword, for one of the interviewees personal
relationship are of uttermost importance, if he did not have staff member one she would
not use IAPSO at all, The Hydra wishes he had one contact point to avoid re-building
relationship, The Fish has relationship with several staff members and is satisfied.

It seems as if relationship becomes more important when procurement becomes
problematic or complex, for ssmple procurement, relationship does not seem as
important. Anna Kahn's book “ Kundvard” says that research show that customer have
one common wish; “keep contact with us and show interest.” Gronroos (2000) writesin
his book “ Service Management and Marketing” four similar points: care and concern;
that the organization is devoted to the customer’s problems and wishes, spontaneity; that
employees show a willingness and readiness to solve problems, problem solving; that the
employees are skilled in handling problems, recovery; that the organization is ready or
prepared to handle unexpected problems. | would like to add the factor of chemistry for
successful relationship building; different customers have bigger or smaller demands on
the functional quality which could depend on many factors, such as personality or
complexity of the business.

6.5.3 Declining offers
In the phone survey one third of IAPSO’ s customers had experienced that |APSO had

turned down arequest for assistance, among the interviewed only The Cat had
experienced that |APSO would turn down her requests for help. According to The Cat a
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request is turned down when IAPSO is not guaranteed to get the order®’, the other
interviewees were not sure in which instances |APSO would turn down a request for
assistance as they had not experienced it, for example: “ They have plenty of reasons, but
| don't know exactly. Maybe, if the specs, the specifications are not clear or something
like that.” None of the interviewed persons knew the real reason why IAPSO would
decline arequest for help. This might be a problem for IAPSO, but from the material
gathered no further indications can be read.

6.6 The importance of communication
In al interviews two things were emphasized; relationship and communication.

Relationships are important to build up trust, but communication is a requirement for
relationship, without communications there can be no relationship, relationship is
important because it creates loyalty. A customer who does not get enough information or
wrong information will distrust the source of the information. Of all the keywords
communication was the most common keyword. All interviewees mentioned at some
point during the interviews that what matters is communication, if we communicate well
then any problem or issues can be solved. Presented below are just afew quotes

regarding communication:

“And aso | haven't mentioned before it's a matter of communication,
they need to in away to help us better.”

“But in the absence of continuous communication and feedback, we
werein the dark”

“So the main issue | want to raise over hereis that, when an order is
placed, there should be a good follow-up system. A good
communication system. So that the client isinformed of any problem
that arises, so that remedial solutions might be taken very very
quickly.”

“but for me it's only a matter of a misunderstanding and good
communication consulting around the problems.”

“If we communicate well, then we get the right things.”

“To meit's only the feedback. For example, when | place an order and
I'm expecting that feedback that they receive my order and I, | mean
quotation. (inaudible). When they receive my request, yes you'l
receive (inaudible) by thisdate. And then when | am placed the order
you'retold that it'sin process, too. But even sometimes | check the
website with tracking system. Sometimesit's updated and sometimes
you see...For example, | receive a car one time, and when | check there
and still | found that it was in process. That means that they can usethe

" Seelast quote in 6.2.3 by The Cat for example
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system match exactly (inaudible) what kind of situation. (inaudible)
And aso thisis akind of feedback or communication.”

The context of the quotes seems to indicate that many problems would not have happened
or could have been avoided if communication was better. There are however a number of
factors (my reflection) that make communication between IAPSO and its customers

complex, for example
(1) Cultural differences
(2) Language barriers
(3) Complexity of profession requires technical language
(4) Physical distance and limited communication channels

In section 6.5.2 chemistry between provider and service taker was discussed, to ease
communication and to predict were chemistry might “match” it might be useful to regard
the four points above, communication and relationship building might be eased if the
staff member and the customer have the same cultural background and have the same
mother tongues. For complex projects, speaking the same “technical language” and being
physically present might also help. | examined which staff members the interviewees
prefer and do not prefer, it isvery interesting to note that were chemistry works, the
interviewee and staff member have many of the four pointsin common and the opposite
when chemistry do not work.

6.7 Final words and a theory
Customers are in general satisfied with catalogue procurement, but for complex

procurement satisfaction is lower, for complex procurement there seems to be a need for
the customers to have a staff member from IAPSO physically available to help them, for
example when the problem is to complex to solve over the phone.

Jaenson (1997) says that customer relationships are central to the success of a
knowledge company; if they are well-kept and improved the customers will perceive a
good quality experience and be satisfied, this will affect the staff that in their turn will
become more positive. | would like to add that it isimportant to take chemistry between
persons into consideration; if chemistry is matched it is easier to provide functional
quality. Gronroos (2000) says that “value is perceived by customersin their internal
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processes and in interactions with suppliers or service providers when consuming or
making use of services, goods, information, personal contacts, recovery and elements of
ongoing relationships.” Value is added to customers from both functional and technical
qualities. In my view, to achieve functional quality it isimportant to pay attention to the
complexity of the service and the demands that comes with the customer. A customer’s
demands are set both by the customers personality (some are more demanding than
others) but is also decided by how well the service taker and provider can communicate
(decided by cultural differences, language, complexity and physical distance), if
communication is difficult, demands are higher on both the service taker and provider.

The matrix below summarizes my hypothesis.

Complexitv
High Low

D

e High 2. Need for
m relationship
a

n

d

S L 3. Need for 4. Norelation

o relationship needed

Figure 4: How demands and complexity effect functional quality

1. When both complexity and demand is high there is need for much communication or
else the functional quality is at risk. If the demand is high because of cultural differences
etc the demand can be lowered (to box 3) by matching the service taker and provider
better. If the “chemistry” is matched but the service taker still has to high demands then
the organization need to consider whether this relationship should be kept. Physica
presence is needed! There might be a need to clarify customer expectations.

2. Here the demand is high, but the complexity is low, there is a need for relationship to

make sure the demands from the customer are understood and to make the customer feel
safe. If the demand is high because of wrong “chemistry” then the demand can be
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lowered (to box 4) by providing a better match between taker and provider. Customer
expectations need to be set.

3. The complexity of the project requires communication between two persons who
understand each other. The complexity probably requires physical presence as problems
can not be solved over distance. The expectations of the service provider and taker match.

4. The service provider and taker understand each other and the complexity islow or is
routine. There is no need to build relationship, all expectations are clear and businessis
routine.

6.7.1 Comments regarding the hypothesises from the quantitative
interviews

Only one of the interviewed persons had experienced that |APSO had turned down an
offer, it is not possible to say whether this have an effect on the BoM survey, the
interviewee was irritated that |APSO declined her requests but worked his way round the
system by asking other staff members of IAPSO to provide her with aquote, that it is
possible to get different experiences and result from different staff members indicates that
customer goals are not clear or approved on, it could be a conflict of goals between
maintaining financial stability and serving customers.

Thereis till uncertainty of how well the BoM survey represents resident
representatives view of IAPSO. From the two meetings nothing further can be said other
than that the view of the resident representative in meeting two, matches the view of the
procurement officer who he had worked closely with (the meetings did not provide
enough data to make any conclusions). Comparing this issue with other issues, for
example delivery times, show that much complexity can be hidden behind an answer to a
single question, | very much doubt that the real world is as black or white or favourable
to non-favourable as it might ook in the BoM survey.

6.7.2 Internal versus external view

Staff members of |APSO have an accurate picture of how |APSO is perceived externaly,
they are very aware of their customers' needs and the problems that exist. Since the
problems are known both internally and externally why are they not solved then? In my
understanding there are a couple of factors that complicate matters; the perception of

IAPSO’srole is unclear, both internally and externally. In Anna Kahn's book
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“Kundvérd” three fundamental points are given on which all good customer serviceis
built; it is common and accepted rules and routines which are known for everyone,
enough independence and comfort for employees to take their own responsibility and
initiative, employees who are experts in both their profession and as rel ationship-makers.
Internally there seems to be uncertainty or disagreement of the guidelines to use for
external customers in various situations, for example, when to provide a quote, which
might be asign of internal conflict regarding which goal is the most important to follow.
The purpose of setting up goals and avision for an organization is to help staff members
to know how to act in certain situations, to provide guidelines. Displacement of goals
could be one reason for uncertainty of how to serve the customer. IAPSO isatypica
knowledge company needing independent staff members who can take their own
decisions, this makes it difficult to implement, or even agree, on explicit customer goals,
if the goals are to narrow independence is threatened, limiting the number of choices
available, factors important for a knowledge company. If the stated goals are too broad
customers will not view the organization as unified because how serviceis provided is
very much decided by the individual staff member.

All interviewees requested good personal relationships, interviewees were satisfied
with staff members who gave fast responses, who understood their needs and helped
them with their needs, which they could trust, with whom they have a good relationship.
Different interviewees preferred different staff members, a staff member that was
appreciated by one interviewee was not automatically appreciated by another
interviewee, this leads me to believe that the chemistry between the provider and the
respondent is very important, just as we pick our friendsin real life the interviewees
chose their “own” staff member or in cases they had none, wished they had one.

One point were the internal and external view seems different is the perception of
resident representatives, there is an indication however that they are not as maligned
towards |APSO as staff might believe internally.

Thereis confusion regarding IAPSO’ s role as a supplier; IAPSO do not wish to be
seen as asupplier, but the interviewees either do not know this or ignore the fact. This
might very well be a problem due to lack of information sent out to customers when
IAPSO was reformed. My belief is that these changes did not go unnoticed by the
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customers but since they have not been informed, the changes might be met with
resistance putting staff members in a difficult situation, the customer have expectations
on which services they will receive based upon previous experiences, when the
expectations are not fulfilled they get unsatisfied, as the rabbit said: “they didn’t
understand cause when you did it yesterday why didn’t you do it then, and when you try
to explain they didn’t understand it out in the field, they said -: ‘But you are here to help
us, you are not helping us, you are basically telling usto go away’.” IAPSO’s goalsto
“Maintain and improve financial soundness’ and to “be a good UN family member” do
not become easy when customer do not approve with the first goal (perhaps regarding
IAPSO as only interested in earning money). The staff member has to choose, she can not
protect both goals, if the first is chosen the customer will not be satisfied and if the
second is chosen the staff member breaks a policy.

Delivery times are of concern to the customers but the problem is more complex than
it seemed, the origin of the problem is different and in many cases based upon factors
specific to the country or region, such as customs, infrastructure, construction time
compared to length of programme projects, complexity and expertise or late deliveries.
The main concerns regarding delivery of goods are not related to if the order was
delivered in time, but factors that are specific for every interviewee, factors hard for
|APSO to control. The only factor in the chain IAPSO can control is the quality of
relationship between customer, manufacturer and forwarder, that is communication
between different actors, IAPSO cannot directly control construction times or quality of
production, if something goeswrong it islikely that IAPSO will get the blame as they are
seen as responsible for the whole chain, maybe customer expectations needs to be
managed here or IAPSO needs to add extra value.

The interviewees had different perceptions but they had one thing in common,; their
knowledge of |APSO was focused on the service(s) they used IAPSO for, in most cases
the interviewees used one service. IAPSO is divided into one unit per service with little
cross-unit communication. A customer’s only contact with IAPSO is with staff members
who handle his request, the perception of IAPSO comes from the “moment of truth” and
thisis were al expectations are built up. One reason that customers are not aware of other
services provided could be that staff members fail to inform about other services
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provided by IAPSO, maybe because of low cross-unit communication, the staff member
is not aware of which activity other units have in the same region for example. If staff
members treat customers differently based on their “own” customer goalsthereisarisk
that the customer will get confused when he is presented for another staff member,
resulting in confusion and mixed signals.

The main conclusions in summary:

(1) Eventhough the external and internal perception of how IAPSO is perceived matches, IAPSO’s
vision and customer goals are unclear (both internally and externally) which affects customer
experience

(2) Personal relationships and communication are very important for IAPSO. IAPSO is not only
selling services, they also sell relationships.

My wish was to formulate a theory for procurement agents focused on the
communicative aspect. A theory of how functional quality is influenced by chemistry and
complexity of businesswas presented earlier. Strauss and Corbin (1990) provide four
central criterias for agood grounded theory: it should fit the phenomenon; it should
provide understanding; it should provide generality; and it should provide control, in the
sense of stating the conditions under which the theory applies and providing a basis for
action in the area. | hope the reader feels that the theory meets the requirements.
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Appendix A: Meetings with Resident Representatives

The request to interview resident representatives was declined but the director of IAPSO
had already booked a couple of informal meetings with resident representatives over the
phone or in person during June and July of 2005. The purpose of the meetings was to get
acquainted with the resident representatives and to understand how IAPSO can help serve
them better. Since both the group interviews and earlier quantitative surveysindicate a
difference in attitude between procurement officers and resident representatives, and staff
internally has a negative perception of resident representatives | felt that it was important
to get information from the resident representativesin any way | could. Below isa
descriptive summary of each meeting

Meeting One
This short discussion lasting ten minutes was held between the director of IAPSO and the
resident representative over the speaker phone, | asked no questions.

The resident representative mentioned that the biggest issue when dealing with
|APSO was speed, it takes to long to get the goods, the country office had ordered a
couple of vehicles for last year and had waited three, four or five months before they
were delivered. The country office mostly orders goods for the government and they can
not wait that amount of time, so they have started ordering from local dealers whose
delivery timeis shorter. The resident representative would like to use IAPSO, because the
organization is part of the UNDP family but due to pressure of delivery times.

According to the statistics for the country office the orders placed in 2004 were in
average nine days early and only one order was late (five days). In average it took the
customer four months to get the goods from placing the order to delivery. No further
information was given whether the resident representative was aware of the lead times
from the beginning or not.

Meeting Two

The meeting took place physically in Copenhagen between the director of IAPSO and the
resident representative (RR) and lasted for 46 minutes. Most of the conversation was
between the RR and the director of IAPSO with some input from the author. In the
meeting much focus was on the existing procedures within UNDP for procurement and
how procurement can be made easier.

The RR had experience from more than three different country offices and has
used IAPSO’ s services several times, the RR likes IAPSO and is aware of the changes the
organization has gone through recently (becoming self financed etc). In his current
country office they do not use IAPSO’ s services however, the RR made it clear that the
reason was not because they did not like IAPSO, but that they can handle most of the
procurement themselves, with the exception of vehicles, which they procure through
IAPSO. The RR believes that IAPSO’ s usefulness depends very much on the country
office’ s needs. In a previous country office he had much use of IAPSO but comments that
the negative aspect of the organization is the mixed signalsit sends out. IAPSO isvery
good at off-the-shelf products, but not for specialized equipment. The RR says that he
tried to use IAPSO as the procurement agent for specialized equipment in order to be a
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good UNDP family member, one of the problems encountered was the fee structure; first
UNDP took afee, then IAPSO and finally the country office, which made procurement
expensive. The largest problem however was that procurement through 1APSO was “way
to slow”, the major factor for procurement being slow was that the people involved in the
procurement was scattered all over the world; IAPSO in Denmark, the supplier elsewhere
and the local procurement staff and expertise scattered over the country with the result
that communication between the involved became problematic and slow, in the end the
administrative costs became higher than the value of the goods procured and the delivery
time was between nine to twelve months, which is not acceptable when it comes to
humanitarian aid. Even though everything was made according to the book in avery
academically correct way, it is not defendable to have such high administrative costs and
long lead times. There was alack of flexibility in the process according to the RR. In
some regions, however, it is necessary to have formal procedures and routines as the
overall knowledge of how to handle procurement is so low. The opinion of the RR is that
procedures are there to safeguard, not to hinder. The most important rules for
procurement is that procurement is

(1) transparency

(2) that suppliers have had enough time to respond to an invitation to a bid

(3) that the selection process of suppliers has been fair
The resident representative means that too many persons in the organization hold to hard
on procedures and are not flexible enough for the real world outside. UNDP, even though
being the most flexible organization within UN, needs to be more market oriented. The
RR ends the discussion by stating that he wishes to be part of the newly reformed
procurement process policy (created by |APSO, authors note) and to be a good example
of how to use this policy.

Reflections

Not very much can be read from the first meeting, in the second meeting it is interesting
to see how well the resident representative’ s view of APSO fit with the interviewed
procurement officer Mr. Keep-1t-Simple who has worked together with the second
resident representative. Mr. Keep-1t-Simple is al so the one interviewee who states that he
works closely with his resident representatives and believes that resident representatives
picture of IAPSO is colored by each country office' s procurement staff (See section
“Understanding the different parts of IAPSO and how they interact” in chapter five). In
the meeting the problem of delivery times is made more complex, for “off-the-shelves
products |APSO is doing well, but when it comes to complex procurement |APSO lacks
expertise, flexibility and communication is hard since IAPSO is not physically present.
The inconsistency of information is also mentioned here as in the focus group interviews.
Overall the resident representative seems to have a positive picture of lAPSO and think
of IAPSO as fellow UNDP member belonging in UNDP.
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Appendix B: Summary of interviews

| Intervieveename | Total Time | Comments ]
I nterview one 50 minutes Relaxed talk, the IP was very talkative, friendly and answered
Mr. Keep-It-Simple questions very fast. The interview was interrupted after twelve
minutes and continued after a break of 20 minutes.
I nterview two 41 minutes Procurement officer was talkative, professional and responded
The Cat fast to questions. Theinterview was interrupted after four minutes

dueto acall to the officer’s mobile phone. Interview was
resumed after afew minutes.

Interview three 35 minutes The procurement officer gave short answers and seemed

The thoughtful Cat reserved; | had to use lots of follow-up questions. It seemed asiif
he had prepared answers in advance as he sometimes answered as
if from a paper, for other questions he thought for along time and
asked if he could come back with answers. The person had some
problem with the English language which can perhaps explain the
long answer time. Another reason could be that the interview was
delayed for one hour due to a misunderstanding (his phone was
giving a busy signal but he had waited for the call for one hour).

I nterview four ~45 minutes The procurement officer was happy to be interviewed and

Thefish answered at some length. A French interpreter from IAPSO
participated and translated when the interview person did not
understand the question or wished to answer in French. The
batteries in the Dictaphone died after 31 minutes. The interpreter
helped taking notes at this point.

Interview five 50 minutes Two procurement officers participated in the interview. My main

TheHydra concern was to keep the interview on track as the interviewees
wished to discuss two recent orders they had problems with. |
have chosen to give both officers the same synonym.

I nterview six 78 minutes It was very difficult to understand the procurement officer

The snake because of athick French accent but the interviewee was happy
to be interviewed. The interview was interrupted after 50 minutes
in order to call for an interpreter.
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Appendix C: E-mail asking IAPSO customers to
participate in a survey

Dear [Name],

From our records, we note you have recently taken delivery of your ordered goods.
Asit isimportant for us that you, as our customer, receive good service, and to know
were we can focus improvements, we would be grateful if you would take a moment to
participate in asurvey.

The survey will not take more than two minutes to complete and consists of four simple
yes or no guestions.

Please follow this link http://www.unwebbuy.org/survey/default.asp to participate in the
survey.

(If clicking doesn't seem to work, you can copy and paste the link into your browser's
address window, or retype it there.

http://www.unwebbuy.org/survey/defaul t.asp?l D=xxX[XX[XX XX XX XX XX [XX[XX[XX[)

We appreciate your feedback on your experiences with the procurement process through
|APSO.
We look forward to hearing from you.

Best Regards,
|APSO Procurement Staff

6-68



Appendix D: External Survey

Questionnaire on IAPSO services for UNDP country offices and bur eaux.

Name:

Country office:

Position:

Good morning / afternoon,  sir/fmadam

We are calling on behalf of the Inter-agency Procurement Services Office, more commonly known as IAPSO. IAPSO
are apart of UNDP and they are currently investigating how they can adapt their strategy and operations to become
closer to UNDP country offices and their needs. We would like to ask for 10 minutes of your time to answer some
questions about your experience if any in dealing with IAPSO and the needs you believe they could address. If you so

wish, your identity will be confidential.

1. Haveyou used IAPSO servicesin the past year?

YES 5
NO 5

If the answer to question 1is YES, proceed with
guestionsin this column

If the answer to question 1isNO, proceed with
guestionsin this column

2. What did you purchase?

5 vehiclefor private use

5 vehicle for officia use

5 other equipment

5 procurement support

5 training course

5 consultancy or advisory services

2. Why not:

Have IAPSO ever declined arequest for assistance from
you?

YES 5

NO 5
If the answer to this question is YES, proceed to question
3a. If theanswer to this question is NO, proceed to
question 4.

3a. What was the reason given?

3b. Do you agree with the reason?

3. Have IAPSO ever declined arequest for assistance
from you?

YES 5

NO 5
If the answer to this question is YES, proceed to question
3a. If the answer to this question is NO, proceed to
question 4.

3a. What was the reason given?

3b. Do you agree with the reason?

4. Was the service you received from |APSO:

5 efficient and informative, saving you time, money and
hasde

5 efficient but little information or explanation given
after the order was placed and little after sales support

5 inefficient and a difficult process to understand

5 poor —you could have done it better yourself

4. What does |APSO offer?

5 Procurement services for afee to recover its costs and
finance its own operation

5 Procurement services free of charge to UNDP and
other UN agencies

5 Procurement services for a profit

5 Procurement services for the best possible price,
regardless of cost recovery utilisng UNDP core budget to
make up the difference

5. Was the price of your goods or services:

5 excdlent — better than any other pricing available
5 reasonable

5 poor —you could have sourced the goods/services
cheaper elsewere

5. If IAPSO charge afee to recover costs and finance their
own operation, do you believe this practice is:

5 Inappropriate (why?)

5 Appropriate (why?)
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6. What does |APSO offer?

5 Procurement services for afee to recover its costs and
finance its own operation

5 Procurement services free of charge to UNDP and
other UN agencies

5 Procurement services for a profit

5 Procurement services for the best possible price,
regardless of cost recovery utilisng UNDP core budget to
make up the difference

6. If IAPSO decline your request for procurement
assistance is this because:

5 They cannot recover the costs they would incur to
service your request

5 They do not have the skills/expertise to assist

5 A combination of the above

5 Your request is not of high enough value

5 IAPSO cannot add value to the procurement process

7. . If IAPSO charge afee to recover costs and finance
their own operation, do you believe this practiceis:

5 Inappropriate (why?)

5 Appropriate (why?)

7. Please tell us which of the following services you
consider of value to you:

5 procurement of high value/ complex requests for items
such as vehicles, , computer equipment, laboratory
equipment etc

5 procurement of low value requests for items such as
printers, office equipment etc

5 procurement training and certification for UNDP staff
covering rules, regulations, ethics, etc

5 procurement consulting for UNDP encompassing the
management of the supply chain

5 partnership to alow you to provide advisory services
in governance related to public procurement in your
partner government

5 procurement advisory services including networking
(eg. Procurement sub-practice network)

8. If IAPSO decline your request for procurement
assistance is this because:

5 They cannot recover the costs they would incur to
service your request

5 They do not have the skills/expertise to assist

5 A combination of the above

5 Your request is not of high enough value

5 IAPSO cannot add value to the procurement process

8. Any other comments?

9. Please tell us which of the following services you
consider of value to you:

5 procurement of high value/ complex requests for items
such as vehicles, , computer equipment, laboratory
equipment etc

5 procurement of low value requests for items such as
printers, office equipment etc

5 procurement training and certification for UNDP staff
covering rules, regulations, ethics, etc

5 procurement consulting for UNDP encompassing the
management of the supply chain

5 partnership to alow you to provide advisory services
in governance related to public procurement in your
partner government

5 procurement advisory services including networking
(eg. Procurement sub-practice network)

10. Any other comments?
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Appendix E: Focus group template interviews

Scientific Questions

Topic to discuss

Start of interview

Understanding of IAPSO’s “business
idea” /Perceived Image

Type of relationship

Satisfaction

Earlier surveys

Understanding of IAPSO’s “business
ided” /Perceived Image

Earlier survey testing (if not answered
aready)

Perception of IAPSO

Ending the interview

I would like to record the interview using a Dictaphone. No-
one will have access to the tapes except for me. | will use the
records to make it easier for me to analyze my material.

Full anonymity will be given and in cases wereit could be
possible to guess the individual | will ask for permission
before using the material.

Q: Which primary needs do you believe IAPSO’s client
have?

Q: How do you see IAPSO in relationship to these needs?
Q: Why do you think IAPSO’s clients choose to use
IAPSO’ s services?

How do you think clients perceive services provided by
IAPSO

Q: How can IAPSO improve its services

Q: What is|APSO’s main strength

Q: What is|APSO’ s main weakness

Q: Can you tell me something regarding the quality of
information clients receive from IAPSO?

Q: What kinds of problems can a client run into when using
IAPSO’ s services?

What do you believe makes a satisfied and unsatisfied
client?

Q: Can you see any differences between IAPSO asa
procurement agent and other agents

I will now tell you afew of IAPSO’s customer goal set up to
fulfill IAPSO’ s vision “Buying for a better world”. | would
like you to tell me alittle of what you think of each goal and
if you recognize IAPSO in these goals.

S: One of IAPSO’s goalsisto be a professional procurement
agent which enhances the standard of procurement within the
UN system.

FU: How can a procurement agent achieve this goal ?

FU: How do you think IAPSO lives up to this goal?

S: Another god isto provide state-of -the-art systems
contracting solutions.

FU: In your opinion what does this mean?

FU: Can you give an example of were |APSO has succeeded
or failed in thisgoa ?

S: IAPSO wishes to provide flexible and professional
procurement capacity and to help clients build up their own
procurement capacity.

Q: How can IAPSO help you with this goal ?

S: IAPSO'svision is “Buying for a better world”.

Q: What does this vision mean to you

Q: In the UNDP survey there was a question were you were
asked to rate the “quality of services’ for each country
office. How do you interpret this question?

Q: If you would resemble IAPSO with an animal which
animal would it be?

Q: Could you please tell me alittle about that animal ?

That was the last question in the interview. Is there anything
you have said which you do not wish meinclude in the
report?

Is there something el se you would like to add?
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Appendix F: Original template for individual semi-

structured interview

Scientific Questions

Topic to discuss

Start of interview

Type of actor

Understanding of IAPSO’s “business
idea’ /Perceived Image

Satisfaction

Earlier surveys

Understanding of IAPSO’s “business
idea’ /Perceived Image

Strategy goals

Earlier survey testing (if not answered
aready)

Perception of IAPSO

Ending the interview

| would like to record the interview using a Dictaphone. No-one will
have access to the tapes except for me. | will use the records to make
it easier for me to analyze my material.

Full anonymity will be given and in cases were it could be possible
to guesstheindividual | will ask for permission before using the
material.

Q: Could you please tell me alittle of your country office and what
you do?

Q: Could you please tell me alittle of what you know of IAPSO?
Q: What kind of services do you usually need assistance with?

Q: Can IAPSO assist you with any of these services?

Q: Could you tell me about a case were you have used IAPSO’s
services?

Could you tell me alittle of how you perceived the services
provided by IAPSO

Q: Why did you choose to use IAPSO’s as a service provider?

Q: How can IAPSO improve its services

Q: can you tell me something positive of IAPSO

Q: Can you tell me something negative of IAPSO

Have you experienced that |APSO has declined a request for help? If
so could you please tell me what happened?

Q: Could you please tell me alittle about which information you
have received from |APSO when using IAPSO’s services?

Q: Have you ever experienced any trouble in dealing with IAPSO?
What makes you satisfied and unsetisfied as a client?

Q: Can you see any differences between |APSO as a procurement
agent and other agents

I will now tell you afew of IAPSO’s customer goa set up to fulfill
IAPSO’svision “Buying for a better world”. | would like you to tell
me alittle of what you think of each goal

S: Promote & enhance the standards of the procurement profession
within the UN system

FU: How can a procurement agent achieve this goal ?

FU: How do you think IAPSO lives up to this goal ?

S: Provide state-of-the-art systems contracting solutions.

FU: In your opinion what does this mean?

FU: Can you give an example of were |APSO has succeeded or
failed in this goal ?

S: Provide flexible and professional procurement capacity

Assist our customers in developing their own procurement capacity
S: IAPSO’svision is “Buying for abetter world”.

Q: What does this vision mean to you

Q: could you tell me something about the “ Quality of unit response
to your requestsfor assistancein 2004”. How do you interpret this
question?

Do you believe resident representatives have a different picture of
IAPSO than procurement officers? If so describe why.

Q: If you would resemble APSO with an animal which animal
would it be?

Q: Could you please tell me alittle about that animal?

Q: If you would resemble your own organization with an animal
which animal would it be?

Q: Which qualities does that animal possessin your opinion?

That was the last question in the interview. Is there anything you
have said which you do not wish meinclude in the report?

|s there something el se you would like to add?

In the case | would need to get clarification of an answer isthere
some way | can contact you?
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Appendix G: Analysis of the quantitative surveys

Bureau of Management (BoM) Survey
Every year asurvey is sent out to all resident representativesin al country officesin
UNDP who has to submit one and only one survey questionnaire containing 22
guestions (14 pages) with both multiple choice and open questions. The question
interesting for this thesis is the resident representative have to rate the “ Quality of unit
responseto your requestsfor assistancein 2004” for each of the ~120 country offices.
The respondent can select one of six different checkbox answers; Very good, Good, Fair,
Poor, Very poor and Not applicable. Only data were at least 70 answers have been given
isused.

IAPSO is one of the least favorable rated offices measured, having afavorable
rating of 57% in 2003 and 54% in 2004. The lowest scoring office in 2003 had a
favorable rating of 53% and the highest rated office had a favorable rating of 87%.

2.18) Quiality of unit response to your requests for assistance

BoM: IAPSO - Inter-Agency Procurement Services

[:I Favorable HN;u:ral l Unfavorable Response % % a
Employes Group palidN 0% 20% 0% 100% 1 2 3 4 5 DK/MA Missing
AllUNDP 2004 101 | 54% | | 12 73 3 17
All UNDP 2002 110 I 7% I [ I 11 48 33 1 15
All UNDP 2002 104 i 69% i i 13 56 5 3 17
Region | |
Africa 2004 3 49% | 1" 7N 1 3 3 3
Africa 2003 3 IM : | 1 M 40 1 3 13 0
Agia and the Pasific 2004 1 ' 7o | 4% | 47 m M 0 28 0
Asia and the Facific 2003 1 I 58% I [ I 32% m 11 47 32 A o 21 o
Arab States 2004 1 Fﬁﬁl i | 25% 25 50 25 o 20 0
Arab States 2002 1 B7% i | 2?‘% w47 o 12 0
Eurcpe and the CIS 2004 20 : 0% : | I 3% I 15 2 ¥ A 5 23 o
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Figure 5: Result for IAPSO in BoM survey for the year 2003 and 2004

Professional Survey

In 2004 IAPSO hired an external marketing company to carry out a quantitative
telephone survey, randomly selecting UNDP Country Offices to investigate why “The
recent survey of HQ Products and Services produced a Country Office response very
much at odds with IAPSO’ s own customer satisfaction measurement of its own
performance.” The survey wished to investigate whether IAPSO’ s business model is
understood by its UNDP customers; whether IAPSO’ s business model is respected or
whether the customer group believes it inappropriate to either pay for services rendered
by a*“sister” unit (or even to be refused service); for country offices that have used
IAPSO in the past year, their perception of quality of services received, value for money
etc; the services UNDP country offices consider desirable to be offered by IAPSO.
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The external company was provided with alist containing contact details of 115
UNDP staff membersin Country Offices; mainly persons with procurement
responsibility were selected. The list covered 100% of Africaregion, plus arandom
representative sample from the other regions. The questionnaire, which is attached as
Appendix C, was developed by IAPSO. The interviews were carried out over a period of
2 weeks during March 2004 and the results were anonymous.Within the timeframe, the
interviewers were able to contact 54 of the 115 people listed, of those 54, three refused to
be interviewed, giving atotal of 51 responses. The interview guide used closed questions,
but on some questions limited feedback was allowed.

Use of Services and Declined Requests

In total 47 out of 51 had used IAPSO’s services in the year 2004, the most common
services requested by the customers were for vehicles and training. One third of the
respondents had experienced that |APSO had declined a request for assistance; eight of
thirteen respondents did not comply with lAPSO’ s reason for turning down the request,
comments indicate that the respondents do not understand the reason for IAPSO to

decline the request:
IP1: IAPSO do not accept that the UNDP countries compare prices
with the prices of another company

I P2: Office equipment — no proper reason

IP3 IAPSO wanted to be assured that they [the country office, authors
note] would not be in touch with other suppliers, and not choose other
suppliersfor that specific high order value

I P4: two years ago, major purchase. IAPSO did not want to bid on
service.

IAPSO’ s policy is to turn down requests when there is no gain for the customer to use its
services (no value adding). In my view both IP1 and IP3 believe that IAPSO declined a
request because they wished to compare prices or contact other suppliers. IAPSO handles
the procurement process and invites necessary suppliers to compare prices etc, it is
therefore unnecessary for the customer to contact other suppliers, it would not be
effective. IP4 seem to believe that IAPSO is a supplier, not a procurement agent handling
the process. In alater part of the interview respondents were given choices why IAPSO
would decline arequest:
- Ninethought it was because |APSO can not recover the cost

Seven thought it would be because |APSO does not have the correct skills

Four thought it would be a combination of the above

Six thought a request would be turned down when the request is not of high enough value

Three thought it would happen when IAPSO can not add value to the procurement process

Delivery Times and Efficiency

All but two participants deemed |APSO’ s services efficient, saving them time and
money. A majority (89%) think it is appropriate for IAPSO to charge afee to recover its
costs and finance its own operations as long as the fee is reasonable.

At the end of the interview the respondents were asked if they had any additional
comments. In total 31 comments were given, ten comments concerned long delivery
times, other issues concerned confusion of how IAPSO’ s fees are calculated and lack of
information (one third of the interviewees lacked information after the order was placed),
for example:
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I P: The waiting period is too long but am satisfied with the services
and we gain time with IAPSO

IP: If IAPSO can improve the waiting time it will be the best
organization

I P: Regarding the service, even though efficient in general, delivery
time was slower when compared to others

Respondents are satisfied with lAPSO’ s services but delivery times seem to be a concern.
Final Remarks

Thereis a need to examine if there is a correlation between how requests are turned down
by IAPSO and how resident representatives rate the “quality of response to request for
service”. When requests are not declined, IAPSO’ s services are efficient and price worthy
with exception of delivery times.

Web Survey
Every customer who places an order with IAPSO receives an E-mail three weeks after
delivery of the order, were the customer is asked to participate in a survey (See appendix

B) consisting of four yes or no questions and a comment field:
(1) Overadll, are you satisfied with the sales and service you have gotten for your |APSO order (97%
yes)?
(2) Wasyour order delivered on time (75% yes)?
(3) Did you know who to contact in IAPSO when you had a question (94% yes)?
(4) Were you satisfied with the information you obtained from the UN Webbuy web site? (91% yes)

Follow ups are done during “spare time” by sending a reminder mail or calling the
customer directly. In the year 2004, 745 mails were sent out, of which 535 had valid E-
mail addresses?®, 118 forms were submitted equalling an answer frequency of 22%
which is not enough to statistically represent the total population, Galtung requires 60%
for example (Halvorsen, 1992, p101).
The Comments
The most interesting data comes from the comments. Of 118 respondents 74 respondents
have entered information in the comments field; in 65 cases respondents have entered
useful® comments.
Of these 65 comments 35 express concerns on delivery times, were 30 express that they are not
satisfied with delivery times.
Intotal 13 comments express concern regarding missing information from 1APSO, for example
missing documents, missing information on the web site etc.

Examining the number of concerns entered in the comments field regarding delivery
times compared to the percentage in question two (Was your order delivered in time) it
seems as if the results are contradictive. In question two 75% of the respondents
answered that the order was delivered in time, but according to the comments 46% (30 of
65) of the comments mentions late deliveries and only five comments mentions that the
delivery was in time. One explanation for the discrepancy could be that respondents who
do not get their orders in time are more inclined to participate in the survey and/or submit
acomment® but it could also be that question two does not capture the whole truth.

2 Here the definition of avalid E-mail addressis a non-blank address containi ng the“@” character

% Useful is here defined as a comment expressing an opinion about IAPSO’ s service.

% | did a check where | compared comments vs. the answer in question two and it seems as respondents are
more inclined to enter acomment if they answered “no” to the question.
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In reality about 65% of all orders from IAPSO were delivered in time during 2004,
checking all orders answered to be in time with the real delivery time shows that ordersin
average arrived ten days earlier than expected, four orders were actually late but the
comments were still positive. Running the same check against orders answered not in
time shows that about half arrived in time; usually 30 days before promised, the other half
was in average 11 days late. Checking orders actual time of arrival against the customer’s
perception of whether the order wasin time or not seems to show that there is no strong
correlation between if the customer sees the order as in time and whether the order is
delivered on time. The concerns of the web survey seem similar to those in the

professional survey and the comments resemble each other:
“Dear Friends Asa whole we are satisfied with quality and service
provided by IAPSO, but most of our project complaining about
delivery time. Please loook into it and take care. Regards’

Comments seem to indicate that customers of |APSO are very sensitive to delays or
missing information.
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Appendix H—-common terminology within IAPSO

Resident Representative

The Resident Representatives lead UN country teams in more than 130 countries and are
the designated representatives of the Secretary-General for development operations.
Working closaly with national governments, Resident Coordinators and country teams
advocate the interests and mandates of the UN drawing on the support and guidance of
the entire UN family. In other words, the person responsible for all operationsin a
country office.

Procurement

Procurement is the acquisition of goods or services at the best possible total cost of
ownership, in the right quantity, at the right time, in the right place for the direct benefit
or use of the governments, corporations, or individuals generally via, but not limited to a
contract.

A key question in procurement is what to buy, given alimited budget. A manager
in a health service may have alarge choice of possible health technologies which could
be purchased. Isit better to buy an MRI scanner for a hospital or an advertising campaign
to encourage parents to have their children vaccinated? A military officer may wish to
choose between buying more fighter aircraft or more trucks. If good datais availableit is
good practice to make use of economic analysis methods such as cost-benefit analysis or
cost-utility analysis.

Procurement life cycle in modern businesses usually consists of seven steps:

(1) Information Gathering: If the potential customer does not aready have an
established relationship with sales/ marketing functions of suppliers of needed products
and services (P/S), it is necessary to search for suppliers who can satisfy the
requirements.

(2) Supplier Contact: When one or more suitable suppliers have been identified,
Requests for Quotes (RFQ), Requests for Proposals (RFP), Requests for Information
(RFI) or Invitation to Bid (ITB) may be advertised, or direct contact may be made with
the suppliers.

(3) Background Review: References for product/service quality are consulted, and any
requirements for follow-up services including installation, maintenance, and warranty are
investigated. Samples of the P/S being considered may be examined or trials undertaken.
(4) Negotiation: Negotiations are undertaken, and price, availability, and customization
possibilities are established. Delivery schedules are negotiated, and a contract to acquire
the P/Sis completed.

(5) Fulfillment: Supplier preparation, shipment, delivery, and payment for the P/S are
completed, based on contract terms. Installation and training may also be included.

(6) Consumption, Maintenance and Disposal: During this phase the company evaluates
the performance of the P/S and any accompanying service support, as they are consumed.
(7) Renewal: When the P/S has been consumed and/or disposed of, the contract expires,
or the product or service isto be re-ordered, company experience with the P/Sis
reviewed. If the P/Sisto be re-ordered, the company determines whether to consider
other suppliers or to continue with the same supplier.

Has no stock and do not produce goods
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Procurement officer
Personnel within an organization taking care of the procurement process.

Supplier

A company who' s businessis to supply a particular service or an amount of commaodity
from an existing stock (while procurement is the act of getting possession of something
that is supplied by a supplier)

Long Term Agreement (LTA)

A long term agreement in IAPSO’ s world is an agreement negotiated between IAPSO
and a supplier where further purchasing of goods or servicesis based upon previous
procurement agreements. Since UNDP regulations and standards have been followed
earlier there is no need for goods procured through aL TA to go through the CAP
process.

Contracts, Asset and Procurement Panel (CAP)/Advisory Committee

on Procurement (ACP)

Whenever procurement is done within the UN system over a certain sum of money the
procurement has to be examined by the Contracts, Assets and Procurement panel (CAP)
or the Advisory Committee on Procurement (ACP) whose role it isto ensure that the
procurement has been done in afair and transparent manner in accordance to the UN
system and regulations. When procurement is done through along term agreement
negotiated by an UN agency the procurement do not have to be submitted to the CAP or
ACP. When IAPSO does procurement for another agency or country office |APSO
handles these procedures, meaning that the customer do not have to do it.

Third bid

In order for procurement to fair and transparent the CAP committee require that at least
three compliant ITBs (Invitation to Bid) have been received. If thisis not possible, due to
monopoly etc, awavier must be issued explaining why three bids were not received. This
regulation is commonly referred to as the “third bid”.

Human Resources (HR)
Staff within an organization that take care of personnel issues such as hiring, firing or
training.

6-78



Appendix I: IAPSO’s strategic goals and vision

2004

“IAPSO: a lead procurement agency and recognized partner in development, that is
financially sound, attracts & retains the right employees, customers & suppliers

Eﬂ BE A GOOD ACHIEVE OPERATIONA CREAS EXTEND
UN FAMILY MEMBER C L BRAND

Financial imprm_re

What we do to financial

satisfy our soundness

stakeholders

Customer
Provide flexible and
What we do to -

Senve our
customers
Internal

Develop & support s g i - _ : -
Processes ol uIi-;fsfrnnEPa Maintain & improve Optimiza supply chain Increass training &
What we do Pr a-commerce platform operations advisory capability

to sustain our developing countries

service delivery

Leaming

& Growth

How we learn & Continuously develop Increasa Encourage knowledge
imprmre IGIGE -l theright competencies employee satisfaction sharing & innovation
QLrvision
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