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Abstract

Purpose –We examine how design and implementation practices for supply chain performance management
that have proven successful in commercial organisations apply to humanitarian organisations (HOs) to guide
the process of designing and implementing performance management in humanitarian organisations.
Design/methodology/approach – We identify from the literature ten successful practices regarding the
design and implementation of supply chain performance management in commercial businesses. We apply
these, using action research over a four-year period, at M�edecins sans Fronti�eres (MSF) Belgium and draw
conclusions from this.
Findings – We find that tools and techniques, such as workshops and technical sheets, are essential in
designing and implementing supply chain performance measurement projects at HOs. Furthermore, making a
link to an IT project is crucial when implementing performancemeasurement systems at HOs. Overall, our case
study shows that performance management practices used in business can be applied and are relevant for
humanitarian supply chains.
Originality/value – Previous research has argued that there are few empirical studies in the domain of
performance management at humanitarian organisations. To the best of our knowledge, this paper is the first
to provide a longitudinal understanding of the design and implementation of supply chain performance
measurement at HOs.

Keywords Empirical study, Performance measurement and management, Humanitarian supply chain,

Performance management practices, Action research

Paper type Research paper

1. Introduction
To date, supply chain performance measurement at Humanitarian Organisations (HOs) has
not been as systematically designed and implemented as in commercial companies or the
military (Abidi et al., 2014; Vega, 2018). Once HOs did begin to address performance
measurement and management, several key issues emerged (e.g. Beamon and Balcik, 2008).
One such issue was how, in response to donor requests, to design and implement a supply
chain performance measurement system that goes beyond financial indicators. The design
and implementation of a supply chain performance measurement system is a particularly
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complicated task at HOs due to the intangibility of the services offered, the immeasurability
of their projects, unknown outcomes and the variety in the interests and standards of
stakeholders (Beamon and Balcik, 2008). In addition, HOs need to have a process in place that
ensures that, as circumstances change, performance management can evolve further (Abidi
et al., 2014; Anjomshoae et al., 2019). Design and implementation is furthermore complicated
by the lack of employee training, weak management commitment and unsupportive
organisational culture, which limit supply chain performancemeasurement andmanagement
at HOs (Tatham and Hughes, 2011).

When it comes to performance measurement and management, the humanitarian sector
stands in stark contrast with the business sector, where supply chain performance
measurement and management have been commonplace for some considerable time and
there is abundant literature on performance measurement design models and their
implementation (e.g. Gutierrez et al., 2015). As such, performance measurement and
management is seen as a fairlywell researched topic in the business domain (Melnyk, 2014). A
similar depth of research is lacking in the humanitarian supply chain literature (Abidi et al.,
2014; Abidi and Scholten, 2015; Anjomshoae et al., 2017). In response, the objective of this
research is to determine whether and how supply chain performance management practices
used in business are applicable to HOs to guide the process of designing and implementing
performance management in HOs. In addition, this research presents a process for managing
the design and the implementation of performance management in HOs.

Our study focusses on two critical phases of performance measurement: its design and its
implementation (e.g. De Leeuw and Van den Berg, 2011). The study was conducted over a
four-year period at M�edecins Sans Fronti�eres (MSF) Belgium with the aim of designing and
implementing a performance measurement system for their supply chain. MSF’s supply
chain strategy is to be flexible and to adapt effectively and rapidly to beneficiary (patient)
demands. The emergency relief programmes that MSF are active in focus on response
operations in the immediate aftermath of a disaster and are therefore typically characterized
by a considerable uncertainty in needs (Saputra et al., 2015). To deal with these
circumstances, the key supply chain objectives of MSF Belgium are flexibility and service,
while maintaining focus on cost reduction and quality. Already in 2014, before the start of our
study, MSF Belgium had restructured its supply chain and had created a new department
responsible for the so-called End-to-End supply chain for all countries. The End-to-End
supply chain encompasses all activities of a project starting from the assessment of relief
needs to procurement from international and national suppliers, warehousing and
distribution up to providing services to beneficiaries. Moreover, this new department
responsible for the End-to-End supply chain was responsible for managing the associated
human resources, material and financial demands and for information flows.

In this study at MSF Belgium, we focused on two main phases of performance
measurement, design and implementation. The design phase consisted of an assessment of
performance measurement methods and indicators already in use, the identification of
supply chain objectives and the design of end-to-end key performance indicators. The
implementation phase then involved collecting, analysing and disseminating the
performance indicator data. We used action research to evaluate the applicability of ten
supply chain performance management practices identified in the business literature for
the design and implementation of HO performance measurement. We derived these
practices from research presented by De Leeuw and Van den Berg (2011). We used various
sources to support our findings and to evaluate the applicability of the performance
management practices. These included monthly reports, internal documents, observations,
discussions, interviews, workshops and meetings at MSF Belgium plus a visit to and
interviews at three relief projects in Zimbabwe. Finally, in order to examine whether the
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performance management practices had been applied as intended, we validated their
applicability during interviews.

We aimed tomake theoretical and practical contributions. Firstly, wewanted to contribute
to a deeper understanding of the design and implementation of supply chain performance
measurement at HOs. Secondly, we sought to show how performance management practices
used in business might be used by HOs to design and implement humanitarian supply chain
performance measurement systems.

The remainder of the paper is structured as follows. The next section presents the
theoretical background and a description of key performance management practices.
Section 3 describes the research design and Section 4 details its application to the design and
implementation phases of performancemeasurement. Section 5 provides the analysis of these
performance management practices in the design and implementation of supply chain
performance measurement at MSF Belgium. Section 6 provides a discussion of the results
followed by the conclusions, limitations and future research directions.

2. Theoretical background
2.1 Humanitarian vs business supply chains
An area where performance management has witnessed considerable growth in attention is
humanitarian supply chain management (Ahmed et al., 2019). This type of supply chain
management deals with the coordination and integration of external stakeholders in a relief
chain to rapidly provide humanitarian assistance to areas affected by large-scale emergencies
(Cozzolino, 2012). As indicated earlier, this is a topic that has witnessed considerable
achievements in the business sector. The humanitarian sector differs from the business sector
in several important aspects. In order to summarise these, we build upon an existing
framework, comprising nine features, developed by Beamon (2004).

The first feature of this framework focuses on the demand pattern. In business supply chains,
the demand patterns for goods are typically fairly stable and predictable as the demand comes
from fixedwarehouses in relatively regular sets of quantities (Balcik andBeamon, 2008). Demand
patterns in humanitarian supply chains are typically unpredictable in terms of timing, location,
type and size because the demand often depends on the type and the impact of the disaster that
has occurred, and the economic conditions of the country affected, all of which has to be first
assessed (Beamon and Kotleba, 2006; Pateman et al., 2013). The second feature is related to lead
time. Lead time in business supply chains is defined as the time between a customer placing an
order and the delivery of the shipment to the customer. This lead time is typically based on an
agreement determined by suppliers, manufacturers and retailers (Beamon and Balcik, 2008). In
humanitarian supply chains, when confronted with an unanticipated quick-onset emergency,
there is usually little or no time between a demand occurring (disaster striking) and the need for
supplies (Beamon and Balcik, 2008, p. 11). The third feature relates to the distribution network
configuration. In business supply chains, it is common practice to determine and select the
required number and themost efficient locations of central and decentralised distribution centres
in terms of achieving a given service level (Balcik et al., 2010; Sch€on et al., 2018). For humanitarian
supply chains, it is challenging to determine and select the required number and themost efficient
central anddecentralised distribution centres in terms of responding to the needed demanddue to
the variety in magnitudes, locations and types of disasters (Gatignon et al., 2010). The fourth
feature relates to inventory control. In business supply chains, the inventory is monitored and
controlled based on the agreed lead time with customers and the required customer service level
(Bottani et al., 2017). Humanitarian supply chains are more project-oriented and short-lived
(Cozzolino, 2012), and therefore controlling and monitoring inventory is more challenging due to
large variations in lead times, demands and locations (the affected area) (Balcik et al., 2016). The
fifth feature relates to information flows and associated systems. Accurate information flows and
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associated systems are crucial in humanitarian supply chains because they impact response
efficiency (Pettit and Beresford, 2009). In business supply chains, the information flow is often
supported by advanced technology (Pettit andBeresford, 2009), whereas, in humanitarian supply
chains, the information flow is often inaccurate or non-existent due to the infrastructure being
destroyed in the disaster (Kovacz and Spens, 2011). The sixth feature relates to the strategic goals
of the supply chain. Typically, business supply chains aim to produce high-quality goods at low
cost to increase customer satisfaction, tomaximise profits and to promote sustainability (Bals and
Tate, 2018). In humanitarian supply chains, the HOs aim tominimise human suffering and target
the distribution of critical and elementary relief items to beneficiaries in a way that achieves the
greatest social good (Oloruntoba and Gray, 2009; Holgu�ın-Veras et al., 2013; Baharmand et al.,
2017). Next, feature seven relates to performance management, which is a common practice in
business supply chains (Bititci et al., 2000) but lagging behind in humanitarian supply chains
(Beamon and Balcik, 2008; Abidi et al., 2014). Performance management in humanitarian supply
chains is particularly difficult due to the intangibility of services, immeasurability of the mission,
unknown outcomes and the variety, different interests and standards of stakeholders (Beamon
and Balcik, 2008). In terms of supply chain type (feature 8), humanitarian and business supply
chains can both be characterized as dynamic and agile supply chains (Oloruntoba and Gray,
2006). Both supply chains operate in a constantly changing world with unpredictable demands
and require transparency that enables timely and accurate information exchange (Scholten et al.,
2009). Finally, humanitarian and business supply chains share a common view regarding the
definition of supply chain management (feature 9). Both define supply chain management as the
planning and coordination of all activities involved in sourcing and procurement, conversion, and
all logistics management activities. It also includes cooperation and collaboration with channel
partners, possibly including suppliers, intermediaries, LSPs (Logistics Service Providers) and
customers (beneficiaries) (Beamon and Balcik, 2008; Richey et al., 2009).

2.2 Performance management practices
It has long been recognised that performancemeasurement andmanagement is crucial for the
effective and efficient management of logistics networks (Melnyk et al., 2014). Performance
measurement and management contributes to the continuous improvement of performance
(Neely et al., 1997), to the deployment of strategy (Kaplan and Norton, 2001), to organisational
learning (Kueng et al., 2001), to managerial development (Garengo et al., 2005) and to aligning
operations with strategic objectives (Taticchi et al., 2010). Performance measurement and
management in humanitarian supply chains is still in its early stages compared to that in
business supply chains.

Measuring and managing performance in a humanitarian supply chain is a concern and a
challenge for academics and for practitioners (Abidi et al., 2014; Haavisto and Goentzel, 2015).
Managing humanitarian supply chain performance is considered too difficult and too
expensive to establish direct linkages between an organisation’s annual efforts and the
impact of those efforts on the organisation’s mission (Anjomshoae et al., 2017).

A plethora of performance measurement and management frameworks have been
developed for business supply chains (Atkinson, 2012) including the Balance Scorecard
(Kaplan andNorton, 2001) and the SCORmodel (SupplyChainCouncil, 2007). Such frameworks
are undoubtedly valuable, but their adoption is often constrainedby the fact that they offer little
guidance on how to select appropriate organisation-specific indicators and how to practically
implement the designed indicators within organisations (DeWaal and Kourtit, 2013). Attempts
have been made, for example by Gunasekaran et al. (2017) who focussed on assembling key
metrics using literature and results of an empirical study of selected British companies and by
Lai et al. (2002) and Huang et al. (2005) who present performance indicators that are based on
reliability, responsiveness, costs and assets. Similarly, thework ofBeamon offers three different
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indicator categories based on resources, output and flexibility (Beamon, 1999). In order to define
practices that focus on designing performance measurement indicators and on implementing
performance management, we conducted a literature review using an existing framework of
performance management practices identified by De Leeuw and Van den Berg (2011).

2.2.1 Designing performance measurement systems. The initial design phase focuses on
identifying an organisation’s objectives and success factors in order to develop relevant
performance indicators (Bourne et al., 2000). In the business sector, it is common to design and
develop indicators using a standard performance measurement framework rather than a
custom-made model (Najmi et al., 2012) (ID1 in Table I). The most commonly used
performance measurement frameworks in supply chain management practice are the
Balance Scorecard (BSC) (Kaplan and Norton, 2001) and the SCOR model (Supply Chain
Council, 2007). Decision-makers use the BSC to evaluate business activities from financial,
customer, learning and growth, and internal processes perspectives (Kaplan and Norton,
2001). The SCOR model distinguishes five supply chain processes and proposes associated
performance indicators on four levels (Supply Chain Council, 2007). Both performance
measurement frameworks are relevant to supply chain management as they help to derive
indicators that link the environment and the strategy of an organisation. Linking
environment and strategy is considered essential for delivering appropriate and cost-
effective supply chain performance (Melnyk et al., 2014). Operational performance indicators
should be derived from strategic and tactical organisational objectives (Melnyk et al., 2014)
(ID2 in Table I). Performance indicators should assess performance by measuring both
quantitative and qualitative objective criteria (Gutierrez et al., 2015). Objective criteria need to
be applied to identify standards and targets: either customer requirements, benchmarks or
market standards, or time studies or historical data rather than estimates by management or
operators (Taticchi et al., 2010) (ID3 in Table I).

Performancemeasurement can have a valuable role in creating a dialogue between the top
management of an organisation and its divisions or subsidiaries and in avoiding any
misinterpretation of the performance of divisions or subsidiaries (Gutierrez et al., 2015). As
such, operational performance indicators should be defined jointly with all the departments
involved, rather than by each department separately (Micheli et al., 2011) (ID4 in Table I) to
achieve effective performance management (Tung et al., 2011). It has long been recognised
that performance measurement and management are critical for the effective and efficient
management of any business (Melnyk et al., 2014). However, flexibility should also be
considered in determining metrics to ensure an ability to quickly react to changes (Ferreira
and Otley, 2009) (ID5 in Table I). Table I summarises the best practices discussed above
which have been supported by the empirical work of De Leeuw and Van den Berg (2011).

Practices Sources

ID1 Define performance indicators according to a standard model, e.g. BSC or SCOR,
or a corporate standard model rather than a custom-made model

Najmi et al. (2012)

ID2 Derive operational performance indicators from the company’s strategic and
tactical objectives

Melnyk et al. (2014)

ID3 Use objective criteria for defining standards and targets, either external
(customer requirements, benchmarks or market standards) or internal (time
studies or historical data), rather than estimates by management or operators

Tatticci et al. (2010)

ID4 Define operational performance indicators jointly with all the departments
involved, rather than by each department separately

Micheli et al. (2011)

ID5 Cover three aspects – efficiency, effectiveness and flexibility – in the
performance indicators

Ferreira and Otley
(2009)

Table I.
Best practices in

designing operational
performance
measurement

indicators
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2.2.3 Implementing performance measurement. The subsequent implementation phase
puts the performance measurement system and procedures into place (Bourne et al., 2000).
Initiating and sustaining a performance measurement initiative is crucial for improving
business performance (Nudurupati et al., 2011) (ID6 in Table II). Implementing performance
measurement is primarily a mechanistic exercise (Bourne et al., 2000) and should be managed
by team leaders and/or operators who are part of the implementation team (ID7 in Table II).
The team leaders and/or operators should possess good business management skills and
demonstrate a committed spirit (Franco-Santos et al., 2007).

Performance measurement implementation should be treated as part of an organisation-
wide project (Ukko et al., 2007) because this will enhance implementation success (Nudurupati
et al., 2011) (ID8 in Table II). In order to fully understand the design and implementation of
performance measurement, and to ensure the success of its implementation, the involvement
of an external expert in performance management projects is recommended (Marchand and
Raymond, 2008) (ID9 in Table II). Moreover, the successful implementation of performance
measurement systems relies on top management commitment (Cavalluzzo and Ittner, 2004).
Top management should ensure that people apply performance measurement systems at all
levels of their decision-making (Kennerley and Neely, 2002) since these systems not only
deliver performance improvements but also become a vehicle for cultural change, which helps
to liberate the power of the organisation (Meekings, 1995). During implementation, explicit
attention should be given to cultural change and/or to operator training in the new way of
working (Franco-Santos et al., 2012) (ID10 in Table II). Here, training by officials and
managers can reduce the resistance to using performance measurement systems (Battista
and Verhun, 2000) and enhance skills and knowledge on analysing the results obtained from
a performance measurement system and then making improvements (National Performance
Management Advisory Commission, 2010). Table II lists the best practices discussed above
which were again supported in the empirical work of De Leeuw and Van den Berg (2011).

3. Research approach and execution
3.1 Research approach
The design and implementation of performance measurement systems in an organisation
involves a change process that usually takes considerable time to develop (e.g. De Waal and
Counet, 2009). For empirical and longitudinal research into this type of change,methods such as
interviews, participant observations and action research are often recommended (e.g. Gutierrez
et al., 2015). Compared to the interviews or observations used in a traditional case study, action
research requires participative action and critical reflection and yields a deeper understanding
of, in this case, performance measurement (Gutierrez et al., 2015). Action research can be

Practices Sources

ID6 Initiate a performance management initiative to improve business
performance, i.e. cutting costs or improving customer service, rather than
non-business reasons such as complying with legislation or assessing/
rewarding operators

Nudurupati et al. (2011)

ID7 Pay explicit attention to cultural change and/or operator training in the
new way of working during implementation

Franco-Santos et al.
(2007)

ID8 Make team leaders and/or operators part of the implementation team Ukko et al. (2007)
ID9 Involve an external expert in performance measurement or in

organisational change in the implementation
Marchand and
Raymond (2008)

ID10 Implement performance indicators as part of a company-wide project Franco-Santos et al.
(2012)

Table II.
Best practices in
implementing
operational
performance
measurement
indicators
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characterised as a specific form of case study with the dual objectives of contributing to the
practical concerns of an organisationwhile simultaneously accommodating the goals of science
(Eltantawy et al., 2015). Action research is appropriate when seeking to take actions to solve
problems and to develop knowledge and theory about that action (e.g. Coughlan and Coghlan,
2002). Action research takes place simultaneouslywith the action and is a sequence of activities
that can be used to solve problems at an organisation (Coughlan and Coghlan, 2002). Moreover,
action research is based ‘on a collaborative problem-solving relationshipbetween the researcher
and practitioners, which aims at both solving a problem and generating new knowledge’
(Coghlan and Brannick, 2010, p. 35).

Action research was adopted for our study because knowledge on performance
measurement design and implementation needed to be built in close collaboration between
researchers and practitioners (Bourne et al., 2005). This study was conducted over a period of
four years at M�edecins Sans Fronti�eres (MSF) Belgium. The MSF organisation in Belgium
asked the authors to design and implement a performance measurement system and to
participate in the performance management project because of the complexity of developing
performance measurement at HOs. The action research method is essentially longitudinal
and empirical. Action research consists of problem identification, a solution formulation
phase and a solution implementation phase. Working through such phases is one aspect of
the ‘rigour’ in action research (Johnson et al., 2014). The performance management design and
the implementation phases are each composed of five stages during the action research study:
diagnosing, action planning, action taking, evaluating and specifying learning (Fagundes
et al., 2017). The main action research phases in our study were as follows: (1) researchers
involved in designing and in implementing performance measurement, and in understanding
the processes of change and improvements in the processes; (2) tracking changes in
performance measurement development in a real setting (participatory approach–Coughlan
and Coghlan, 2002); (3) determining objectives and designing performance indicators; and (4)
implementing and testing the designed performance indicators and providing a reflection on
the results.

In action research, access to data and information about the topic being studied is
important (da Mota Pedrosa et al., 2012). As part of this, gaining trust is a key criteria in
action research in order to obtain information from employees. Gaining this information is a
significant advantage of the action research approach as academic researchers cannot gain
direct access to this know-how through questionnaire surveys (Coghlan and Brannick,
2010; Gutierrez et al., 2015). In our performance management project at MSF, we had access
to both data and staff. We established a performance management working group at MSF
Belgium consisting of practitioners (six supply chain officers and one supply chain
director) and academic staff (one senior researcher and a PhD candidate (the main
researcher)) to implement the design and implementation of a performance measurement
system. The practitioners’ presence was crucial in obtaining support for the design and
implementation of the measurement system in the organisation. This presence, as
recommended by Gutierrez et al. (2015), ensured the involvement of key actors and the
necessary resources. The academic staff provided the theoretical foundations to develop
the conceptual procedural framework and could provide insights into the development,
opportunities and challenges of performance measurement at an HO. The senior researcher
acted as a facilitator in developing an agreement among the performance management
working group members. The main researcher acted as a coordinator and process enabler
to provide training sessions, to ensure the involvement and participation of all actors, to
organise workshops, to achieve a consensual validation of the performance measurement
development (e.g. Gutierrez et al., 2015) and to design and test the developed indicators
using real project data.
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3.2 Designing performance measurement
The design phase started with a kick-off meeting with employees from different departments
at the headquarters of MSF Belgium. This meeting was organised by the supply chain
director and the main researcher. After the meeting, we first reviewed and assessed the
performance indicators then used by MSF Belgium. The review and assessment of the
existing performance measurement was based on internal documents, semi-structured
interviews (Appendices 1 and 3) and monthly reports as recommended by Braz et al. (2011).
We furthermore identified the key objectives linked to MSF Belgium’s supply chain based on
14 semi-structured interviews (Appendices 1 and 3). These interviews were conducted with
medical staff, finance officers and director, supply chain officers and director, back-office
staff (warehouse management), technicians, logisticians and supply managers who were
involved in various projects worldwide (Table III). The interview process used to assess
performance measurement was based on questions developed by Neely et al. (1997) and
Kennerley and Neely (2002). It consisted of five main parts: (1) the introduction of the
interviewer and interviewee, the scope of the research project and assurances of
confidentiality; (2) the role of the interviewee at MSF Belgium; (3) definition of a successful
humanitarian supply chain and the supply chain at MSF Belgium, key objectives, key
processes, the structure and strategy linked to the agile humanitarian supply chain of MSF
Belgium, and the service level required by donors and beneficiaries; (4) bottlenecks and gaps
in the supply chain as well as software used and data collection capabilities; and (5) specific
questions on performance management (i.e. existing KPI frameworks, implementing
performance management) (Appendices 1 and 3).

Following this, the main researcher made an inventory of existing performance indicators
atMSFBelgium andmapped the extent towhich these indicators covered all the supply chain
processes at MSF Belgium. We then used the SCOR model and BSC to identify gaps in the
supply chain processes that were not well covered by existingmetrics. This also enabled us to
ensure that the designed performance indicators would cover efficiency, effectiveness and
flexibility (e.g. Lu et al., 2016).

Next, as recommended in Gutierrez et al. (2015), the availability of data was checked to
identify whether all the performance indicators (existing plus newly suggested ones) could be
measured. For some performance indicators, data sourceswere not readily accessible because

Job position
Experience in humanitarian aid

(years)
Experience in supply chain management

(years)

Back office 9 11
Medical Cell 13 0
Finance Director Supply
Unit

0.5 0

Chief Supply Chain 25 0
Middle Manager OPS
Logistics

23 20

Back office 23 30
Supply Chain Officer 1 18 8
Supply Chain Officer 2 8 11
MSF Supply Site Director 16 6.5
Middle-Manager Finance 16 0
Supply Chain Director 11 9
Supply Polyvalent
Technician

11 11

Logistics Coordinator 5.5 4
Project Supply Coordinator 11 12

Table III.
The employees
interviewed
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some data were not entered into existing systems but rather held on paper or in spreadsheet
documents. To avoid manual data collection and potentially conflicting data, an IT project
was created in parallel by IT experts at MSF Belgium to enable data to be entered in an
electronic format. These IT experts were also involved in the performance management
project to provide opportunities and explain limitations regarding data entry in using the
designed performance measurement indicators, a process in line with suggestions by Bourne
et al. (2000).

Fourth, the performance indicators identified were ranked using scoring sheets by the
members of the performance management working group during a workshop. The outcomes
of this workshopwere used as input for an Analytical Hierarchy Process (AHP) analysis. The
AHP analysis was used to determine the most important performance indicators in
evaluating supply chain performance at MSF Belgium (Appendix 4). This highlighted that
the resulting indicators did not fully match the supply chain objectives of MSF Belgium.
Therefore, in line with the suggestions of Braz et al. (2011), we used a technical sheet
(Appendix 2) based on Neely et al. (1997) to evaluate the most important performance
indicators and to ensure the appropriateness of the performance indicators for each supply
chain process and for each organisational supply chain level.

Finally, the main researcher organised a follow-up workshop with the members of the
performance management working group (supply chain officers, supply chain managing
director, head of supply and supply chain director) to identify an appropriate measurement
procedure, a step again suggested by Gutierrez et al. (2015). In this, we asked the members of
the performance management working group the following questions (Appendix 6): (1) How
can we operationalise these performance indicators? (2) Can we establish a target for each
indicator? (3) What is an appropriate data gathering method? (4) Are the indicators effective?
In practice, it took the working group 12 h to achieve consensus on the indicators and their
measurement. The final version was presented to the advisory board by the supply director
and supply chain director in order to gain approval for its implementation.

3.3 Performance measurement implementation
We structured the implementation phase in two main steps. The first step dealt with the
organisational implementation of performance management at MSF Belgium. Weekly
meetings were organised with the members of the performance management working group.
We discussed the performance indicators, the data collection, we reviewed performance
management procedures and we analysed the performance management culture at MSF
Belgium.

The second step focused on actually measuring the supply chain performance of MSF
projects using the key performance indicators determined in the design phase. Through this
second step, involving an MSF supply seminar in Belgium, we aimed to obtain the
commitment of managers in relief projects worldwide by showing them how to analyse the
supply chain performance of projects (Appendices 5 and 6). We furthermore provided
training sessions and seminars to the managers and operating groups. Additionally, we
visited three relief projects in Zimbabwe. For each project we discussed the performance
measurement implementation strategy (Appendix 6; some details are omitted for reasons of
confidentiality). In Zimbabwe, we had daily meetings, organised by the supply manager and
the main researcher, with MSF employees: the supply manager, warehouse manager,
logistics officer, medical coordinator, pharmacists and the project heads of the relief projects.
During each meeting, we analysed the performance of the selected projects and performance
indicators were discussed, critically reviewed and adjusted.

Upon return to Europe, the main researcher set up further weekly meetings at MSF
Belgiumwith the support of the supply chain director. The objective of theseweeklymeetings
was to refine the key performance indicators and to establish a data collection system based
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on inputs obtained. The main researcher acted as a reviewer in these meetings. Furthermore,
the main researcher provided an analysis of the supply chain performance of the three relief
projects in Zimbabwe as examples for the advisory board of MSF Belgium. Finally, the
supply director and the supply chain director at MSF Belgium presented this supply chain
performance analysis to the top management at MSF Belgium (the advisory board). The
related timeline including the major steps is presented in Figure 1

4. Design and implementation of performance measurement at MSF
This section presents and analyses the application of the ten selectedperformancemanagement
practices atMSFBelgium (see Table VI). Thesemanagement practices, their operationalisation
and tools are summarised in Table IV (design) and Table V (implementation).

4.1 Performance measurement design
4.1.1 Action research and analysis at MSF Belgium. To start the project, two members of the
performance management working group organised a kick-off meeting. In line with practice
ID4 (see Table IV – we use the same ID numbers as in the literature review in Section 2), the
members of the performance management working group invited employees from a range of
departments. During this kick-off meeting, we discovered that there had already been several
initiatives by different departments to establish supply chain performance indicators.

During the kick-off meeting, all the existing indicators used at MSF Belgium were
discussed. It became apparent that the indicators did not fully cover supply chain
performance, were input-oriented (e.g. expiry date of products, incoming donation,
transportation and warehouse costs, workload, fuel consumption, total stock value) rather
than output-oriented (e.g. service level, delivery quality, customs clearance time, productivity
of delivery vehicles) and did not allow performance to be compared across projects because
virtually every project had its own indicators. Furthermore, we saw that the performance
indicators used in these projects did not fully match MSF Belgium’s supply chain objectives.
We saw that different departments had different expectations with regard to supply chain
objectives: (1) the financial department aimed at reducing supply chain costs and improving
supply chain cost transparency and visibility; (2) themedical department sought amore rapid
response to changes in demand by beneficiaries (patients) by increasing flexibility; and (3) the
supply chain department targeted cost efficiencies and quality as well as service-level
enhancement. This led, for example, to medical staff preferring to have an abundance of
stock, whereas the stock manager from the supply chain department focused on limiting
stocks to reduce warehouse costs and to avoid product expiry and damage. Participants at
the kick-off meeting argued that this situation was due to unclear and only implicit
communications about the supply chain’s performance objectives and the agile supply chain
strategy of MSF.

Next, we aimed to establish objective criteria for defining standards and targets (practice
ID3). For this purpose, we carried out interviews with the supply chain’s top management,
supply chain officers, the financial director and officers from the relief projects and, further,
evaluated internal documents with regards to the mission of the End-to-End supply chain.
The outcomes of the interviews were documented in a mind-map that helped to identify the
key objectives of the supply chain and how they related to the supply chain strategy of MSF.
This mind-map was discussed in a meeting with the interviewees that was facilitated by the
main researcher. Although some specific project and country differences arose during the
meeting, there was general agreement about the core objectives reflected in the mind-map
(included in Appendix 7). The team used two standard models (the SCORmodel and the BSC)
as well as an overview of existing indicators to develop a long list of 75 performance
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indicators (practice ID1). We then organised a meeting with the members of the performance
management working group to develop, using a scoring sheet, a shortlist of indicators. This
reduced the long list of 75 indicators to a more manageable 25 performance indicators. Using
standard models, the BSC and SCOR, helped to ensure that output-oriented indicators (such
as upside supply chain flexibility[1] or donation-to-delivery time) were also included along
with indicators reflecting outcome, adaptability, accountability and impact (as also noted by
Abidi and Scholten, 2015). The use of a standard model also helped ensure the indicators
comply with MSF’s agile supply chain strategy (practice ID2).

Following this, a four-hour workshop with members of the performance management
working group was organised. In this meeting, the shortlist of 25 performance indicators was
matched with the mind-map to check the extent to which key performance objectives were
well covered. This workshop was aimed at sharing the views of the members of the
performance management working group (consisting of both operational staff and
management) and establishing a common understanding of the selected performance
indicators. The advisory board wanted to have a maximum of five performance indicators at
the strategic level (but did not place limitations on the number of indicators at the operational
and tactical levels). For this purpose, an Analytical Hierarchy Process (AHP) model[2] was
developed to identify the performance indicators that could best provide a picture of supply
chain performance at strategic, tactical and operational levels[3]. AHP is a standard method
used to evaluate trade-offs between alternatives. It is commonly used in supplier evaluation,
and also in key performance indicator selection (Stricker et al., 2017), and can be used with
relatively small numbers of respondents (cf. Abidi et al., 2019). The completed AHP was
presented to the members of the performance management working group who were critical

Performance management practice Operationalisation and tools used

ID4 Jointly define operational performance
indicators with all departments involved, rather
than by each department separately

Organisation of a kick-offmeeting of the performance
management group at the headquarters of MSF
Belgium to clarify MSF Belgium’s supply chain
strategy (Appendices 1 and 3)

ID3 Use objective criteria, either external or internal,
in defining standards and targets rather than
estimates by management or operators

Identification of the key objectives linked to MSF
Belgium’s strategy and its supply chain strategy
using interviews (Appendix 3) and a mind-map
(Appendix 7)

ID1 Define performance indicators according to a
standard model, e.g. BSC, SCOR

Identification of whether, and if so to what extent,
these performance indicators are also relevant when
evaluating the supply chain performance at MSF
Belgium and to reduce the number of performance
indicators through on-site meetings with employees
from different divisions (Appendix 3), application of
the Analytical Hierarchy Process (Appendix 4) and
a workshop

ID2 Derive operational performance indicators from
strategic and tactical company objectives

Ensuring the appropriateness of the performance
indicators for each supply chain process and for
each organisational supply chain level through a
workshop and a technical sheet (Appendix 2)

ID5 Cover all three aspects – efficiency, effectiveness
and flexibility – in the performance indicators

Agreement over the design of performance indicators
that cover all three aspects (efficiency, effectiveness
and flexibility), establishment of a measurement
procedure and enhancement of the performance
management culture within the operating group at
MSF Belgium through a workshop and a technical
sheet (Appendixes 2 and 6)

Table IV.
Performance
management practices
in the design phase
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of the outcome, in part because they believed completing the pairwise comparison survey
would require too much effort. The results of the AHP analysis also failed to match the key
supply chain objectives. For example, the performance indicator ‘invoice accuracy’ scored
higher than ‘percentage of shipments received with missing quantities or with damaged or
incorrect goods’ despite the latter being more beneficiary-focused and therefore more in line
with MSF supply chain objectives. Deriving performance indicators from strategic, tactical
and operational organisational objectives helped the participants understand that certain
performance indicators were necessary, such as ‘percentage of donation value unplanned’
and ‘percentage of orders created vs. orders responded to’ (output-oriented indicator)
alongside ‘average number of order lines per day (incoming workload)’ (input-oriented
indicator).

During a further attempt to create a shortlist of appropriate performance indicators, the
research team changed the approach and asked the members of the performance
management working group to complete a performance indicator technical sheet
(Appendix 2) based on Neely et al. (1997). Schreyer (2008) and Sousa et al. (2010)
recommended using this technical sheet as its use ensures that measures are clearly defined
and contribute directly to the associated continuous improvement programme. This technical
sheet (Appendix 2) includes information on each performance indicator in terms of its
purpose, format, target, responsibility, data source and frequency of reporting, and on the use
of these performance indicators. In completing the technical sheet, we also asked the
members of the performance management working group to match each performance
indicator with an operational, tactical or strategic objective of the agile supply chain of MSF
Belgium. While completing this sheet, participants noted that some of the performance
indicators overlapped. They also realised that some performance indicators such as ‘demand

Performance management practice Operationalisation and tools used

ID9 Involve an external expert, skilled in
performance measurement or organisational
change, in the implementation

Academic staff with a background in consultancy
and practice were invited to carry out the design
and the implementation phases of performance
management at MSF Belgium

ID8 Make team leaders and/or operators part of the
implementation team

Two team leaders were involved: one team leader
on the strategic level and the second on the tactical
and operational levels (Appendices 2 and 5)

ID6 Introduce a performance management initiative
in order to improve business performance, i.e.
cutting costs or improving customer service,
rather than for non-business reasons such as
complying with legislation or assessing
operators

A one-week supply seminarwas held inBelgium to
discuss general supply chain improvements and
the performance management project. Supply
managers from 29 different projects in various
countries attended (Appendix 5)

ID10 Implement performance indicators as part of a
companywide project

An implementation strategy was developed with
the performance management working group.
Further, the designed performance indicators were
demonstrated using data from 12 projects in
Afghanistan and South Sudan. Results were
presented during the one-week supply seminar

ID7 Give explicit attention to cultural change and/or
operator training

A visit to three relief projects in Zimbabwe to
collect data and measure performance in these
projects (Appendix 5 and performance
measurement matrix – data not presented due to
confidentiality reasons)
A standard approach determined in conjunction
with the team leaders (data again confidential)

Table V.
performance

management practices
implementation phase
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forecast accuracy’ provide more valuable insights than others such as ‘demand accuracy’. In
order to reach a consensus, we used the technical sheet and discussed each performance
indicator during a workshop. Using the technical sheets, the 25 performance indicators were
first sorted into operational, tactical and strategic indicators in a project meeting. The
members of the performance management working group then reviewed the indicators by
category and looked for overlap between the three categories. The strategic indicators were
reduced to five, as requested by the advisory board, while ensuring a good balance between
performance indicators (an approach suggested by Braz et al. (2011)). The focus on covering
the key supply chain objectives in choosing indicators ensured coverage of efficiency,
effectiveness and flexibility (ID5). During a workshop with the members of the performance
management working group, we used the technical sheet to identify performance indicators
that would cover the categories of efficiency (i.e. indicators focused on costs), effectiveness

Practice Participation

Performance management practices in the design phase
Organisation of a kick-off meeting of the performance management group at the
headquarters of MSF Belgium to clarify MSF Belgium’s supply chain strategy
(Appendices 1 and 3)

(1) Academic staff
(2) Supply chain

director
Identification of the key objectives linked to MSF Belgium’s strategy and its supply
chain strategy using interviews (Appendix 3) and a mind-map (Appendix 7)

(1) Academic staff

Identification of whether, and if so to what extent, these performance indicators are
also relevant when evaluating the supply chain performance at MSF Belgium and to
reduce the number of performance indicators through on-site meetings with
employees from different divisions (Appendix 3), application of the Analytical
Hierarchy Process (Appendix 4) and a workshop

(1) Academic staff
(2) Supply chain

director
(3) Supply chain

officers
Ensuring the appropriateness of the performance indicators for each supply chain
process and for each organisational supply chain level through a workshop and a
technical sheet (Appendix 2)

(1) Academic Staff

Agreement over the design of performance indicators that cover all three aspects
(efficiency, effectiveness and flexibility), establishment of a measurement procedure
and enhancement of the performancemanagement culturewithin the operating group
at MSF Belgium through a workshop and a technical sheet (Appendices 2 and 6)

(1) Academic staff
(2) Supply chain

director
(3) Supply chain

officers

Performance management practices implementation phase
Academic staff with a background in consultancy and practice were invited to carry
out the design and the implementation phases of performance management at MSF
Belgium

(1) Supply chain
director

Two team leaders were involved: one team leader on the strategic level and the second
on the tactical and operational levels (Appendices 2 and 5)

(1) Academic staff
(2) Supply chain

director
A one-week supply seminar was held in Belgium to discuss general supply chain
improvements and the performance management project. Supply managers from 29
different projects in various countries attended (Appendix 5)

(1) Academic staff
(2) Supply chain

director
An implementation strategy was developed with the performance management
working group. Further, the designed performance indicators were demonstrated
using data from 12 projects in Afghanistan and South Sudan. Results were presented
during the one-week supply seminar

(1) Academic staff

A visit to three relief projects in Zimbabwe to collect data andmeasure performance in
these projects (Appendix 5 and performance measurement matrix – data not
presented due to confidentiality reasons)
A standard approach determined in conjunction with the team leaders (data again
confidential)

(1) Academic staff

Table VI.
Participation during
the project

JHLSCM
10,2

138



(focused on time) and flexibility (in resources). For this purpose, we used the technical sheet to
detail the contents of each performance indicator. The efficiency category, for example,
contained total delivery cost; the effectiveness category included on-time delivery and the
flexibility category included stock level (to enable a rapid reaction when necessary).

These five steps (ID1 to ID5) are summarised in Table IV below. In the next section, based
on interviews with the supply chain director, a project leader and the supply director of MSF
Belgium, we reflect on the performance management design practices. We discuss the
practices in the order of application in the project, which is not always the same as the order in
the tables above.

4.1.2 Reflection on performancemanagement design practices.The interviewees confirmed
the usefulness of having a kick-off meeting in which all departments were involved (practice
ID4). Here, the interviewees argued that applying practice ID4 had led employees to reflect on
their own activities using inputs from different perspectives and to think about indicators
that encompass the entire supply chain rather than a single node or link in that supply chain.
In addition, it was noted that the meeting resulted in attendees promising to provide the data
and information necessary for designing and testing performance indicators.

As a second step in the design phase, we used a mind-map to identify objectives and
targets that are required for designing performance indicators (ID3). Practice ID3 was
considered effective for designing performance measurements with the interviewees
asserting that the objectives and targets should be the starting point for designing
performance indicators when addressing a complex supply chain such as at MSF Belgium.
According to the interviewees, this also contributes to gaining an understanding of the
purpose and use of indicators within the performance management working group (i.e. as an
indication of how far you are away from your objectives).

Third, we defined additional performance indicators based on a standardmodel (ID1). The
interviewees appreciated practice ID1 because it enabled the performance management
working group to combine indicators from standard models (slightly adjusted to
accommodate the specifics of MSF) with existing indicators during the design phase. The
interviewees argued that combining different indicators (from standard models and some in
current use) is necessary because existing standard models are not directly applicable when
evaluating humanitarian supply chains. Nevertheless, drawing ideas from standard models,
such as SCOR and BSC, was useful. Using standard models was also a way to ensure that the
focus when designing indicators went beyond existing operational indicators and included
tactical and strategic indicators. Furthermore, the interviewees recommended using only the
technical sheet when selecting performance indicators since the AHP model was considered
as too time-consuming and overly complex. They indicated that they viewed the application
of the technical sheet as a pragmatic tool to achieve a consensus on performance indicators.
We designed, during a workshop with the performance management group, performance
indicators based on the strategic and tactical supply chain objectives of MSF Belgium. The
interviewees saw ID2 (derive operational performance indicators from the company’s
strategic and tactical objectives) as necessary because deriving indicators from the strategic
(headquarter) and tactical (coordination) levels enabled links to be created between the
strategic, tactical and operational levels. This linking of the three levels is crucial in
identifying the impact of one level on the others. Practice ID2 also helped in clarifying crucial
starting points, such as MSF’s agile supply chain, to employees. This understanding
contributes to data quality because people are then more willing to pay closer attention to
correctly entering data in systems. The interviewees argued that, particularly in someAfrican
countries, MSF has more problems with data quality than, for example, in some Asian
countries. They also indicated that the variety of IT systems used at MSF hinders achieving
good data quality (which was one of the reasons for setting up the overall KPI project).
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To verify that the designed indicators covered all three aspects (efficiency, effectiveness
and flexibility – ID5), we used the technical sheet during a workshop with the performance
management group. The interviewees agreed that practice ID5 was useful because taking all
three aspects into account was helpful in ensuring the correct indicator design decisions were
taken. All the interviewees indicated that covering all three aspects is relevant to establishing
MSF’s current performance and in determining whether MSF is on the right track to achieve
its supply chain strategy.

We also discussed the relative importance of the practices. Overall, the interviewees
argued that ID3was themost important because clarifying anHO’s supply chain objectives is
crucial if one is to design appropriate supply chain performance indicators. ID4 was
evaluated as the secondmost useful, ID2 as the third, with ID1 and ID5 less important but still
valuable.

4.2 Implementation of the new performance measurement framework
4.2.1 Action research and analysis at MSF Belgium. Not surprisingly, the implementation
phase is critical in performance management (De Waal and Counet, 2009). As structured and
standardised performance assessments of the supply chain were not yet common practice at
MSF Belgium, the supply chain director decided to involve the authors of this study as an
external expert team (ID9– using the same ID numbers as in the literature review in Section 2)
with academic and consultancy experience not only for the design but also for the
implementation of a performance measurement system at MSF Belgium. Many authors
recommend involving an external expert to achieve a full understanding of performance
management and to ensure the successful implementation of a performance measurement
system (e.g. Marchand and Raymond, 2008). Not only the project team but also the advisory
board at MSF considered external support in the implementation phase as important in
guiding decision-making and preventing commonly made mistakes, and to provide extra
capacity and knowledge on the topic of performance measurement.

During the implementation phase, resistance from various managers working in relief
projects was observed. For example, during the implementation, one supply chain officer did
not want to share the information needed for the defined performance indicators on one
project in order to advance his own preferred indicators that had already been measured. To
overcome this resistance, not only operational-level employees (supply manager, warehouse
manager, pharmacists in the projects) but also members of the management team (supply
chain officers, supply chain director and supply director at MSF Belgium) were incorporated
in the project team (ID8). More specifically, the supply chain director was appointed as the
team leader for implementing strategic indicators atMSF Belgium, and a supply chain officer
as the team leader for implementing tactical and operational indicators in relief projects in
various countries. The head of relief projects, in cooperation with the supply chain officers,
had the authority to make decisions regarding implementation. For example, the heads of
relief projects in Afghanistan and South Sudan and two supply chain officers at the
headquarters in Belgium decided to pilot-test the performance indicators. This was possible
because of the range of people present in the projects that possessed considerable knowledge
about local conditions where the projects were running. As a result, the head of relief projects
and the supply chain officers inAfghanistan and South Sudanwere able to facilitate access to
the relief projects in different villages and cities in Afghanistan and South Sudan that
exposed the system to different cultures and to different levels of understanding of
performance measurement.

Over the course of the performancemanagement project, it grew into a larger, organisation-
wide, supply chain improvement initiative (ID6 and ID10). After introducing the new
performance indicators, we were able to identify heads of relief projects in other countries
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besides Afghanistan and South Sudan who were responsible for providing reports on supply
chain performance results to the supply chain director and who were interested in measuring
the supply chain performance of their relief projects. To structure the implementation of
performance management in the various relief projects in the different countries, the
performance management project working group decided to organise supply chain
performance measurement sessions during a one-week supply seminar. This supply seminar
was organised by MSF Belgium, with the objective of discussing general supply chain
improvements with supply-related employees representing 29 projects in a range of countries.
During this week, the performance management project working group organised three
sessions on supply chain performance management. In these, the performance management
workinggrouppresented thedevelopedperformance indicators, demonstrated their application
using data from 12 projects in Afghanistan and South Sudan, and showed the reported results
(including performance improvements). Having seen the results in these sessions, several
supply managers from various countries asked for an implementation-focused visit by the
performance management working group to their relief projects. The performance
management working group also solicited further inputs on performance indicator
adjustments from the supply managers who attended the supply seminar. As a result, new
issues concerning supply chain performance measurement arose (e.g. how to apply the system
when projects share stocks since, in that situation, one cannotmeasure stock levels per project).

The supply chain performance measurement sessions during the supply seminar not only
showed the relevance of sharing experiences across the organisation and presenting supply
chain performance measurement as part of improvement efforts, it also clarified the
contribution of supply chain activities to improving performance in the relief projects. This
motivated the staff to use the new performance measurement approach in their daily work.
After the supply-week seminar, visits to three relief projects in Zimbabwe were conducted,
where data were collected to calculate the performance indicators. The visit to the relief
projects lasted two and a half weeks. During this visit, daily meetings were organised by this
study’s researcher and the supply manager responsible in Zimbabwe to review the
performance measurement’s implementation and to take actions based on the monitored
performance. In each meeting, current performance was analysed, and actions were initiated
based on the indicators. For example, after measuring fuel costs, the number of delivery stops
and the high frequency of deliveries to the same area, it became apparent that freight was
often not consolidated due to urgent delivery requirements imposed by the medical
department. The head of supply indicated that these performance indicators supported him
in discussions with medical and financial departments by providing information on the
impact of medical and financial decisions on supply chain performance. Dealing with cultural
change and ensuring that employees understand the purpose of measuring performance is
therefore essential (ID7).

As a result of this fieldwork, MSF Belgium decided to set up training sessions and
seminars in various projects to achieve a common understanding of performance
measurement in order to overcome cultural challenges, to ensure progress in performance
measurement and to promote proactive behaviour by employees on different hierarchical
levels (as also suggested by Nudurupati et al. (2011) and Gutierrez et al. (2015)).

In Table V, the first column summarises the practices involved in implementing
performance measurement and the second column describes the use of each practice in our
project together with the tools applied. In the next section, we provide a reflection on
performance management implementation practices. For this, we conducted interviews with
the supply chain director, project leader and supply director of MSF Belgium to evaluate the
applicability of the performance management practices. The reflection examines if the
performance management practices work as they were intended to work.
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4.2.2 Reflection on performance management implementation practices. The interviewees
argued that involving an external expert (ID9) in the design and implementation team was
crucial in the design and implementation phases of a performance measurement system. The
interviewees recognised that implementing performance measurement is a complex business
for which they needed to bring in external competence as such experience was not available
internally.

In the implementation phase, both management and operational employees were part of
the team (ID8). According to the interviewees, this made it easier to obtain data from the relief
projects. Two of the interviewees indicated that this also avoided difficulties in coordinating
the resources used across projects (many MSF projects run in parallel).

The interviewees indicated that ID6 is important in ensuring an ongoing reflection on the
activities ofMSFBelgiumand so determine the gaps between actual and desired performance
as well as actions to close any gaps. For this purpose, the members of the performance
management working group organised meetings and assignments during the supply
seminar (such as the Excel sheet developed during the supply seminar; see Appendix 5). The
interviewees argued that such activities need to be regularly repeated as such assignments
initiate reflection and motivate employees. The interviewees believed that implementing the
performance indicators as a companywide project (ID10) was a very useful approach since
this had identified differences between countries and made it possible to design unified
indicators. However, it was also indicated that a possible disadvantage of such an approach
might be that employees felt additional workload pressures across all countries. The
workshop during the supply seminar was instrumental in building consensus among
countries. The interviewees supported the view that such workshops should be organised
more often for different regions and should involve more people from the relief projects.

As a final step, the main researcher conducted a pilot study in Zimbabwe and applied the
performance indicators in three relief projects in order to compare the performance of these
projects, to increase organisational learning about performance measurement and to give
explicit attention to cultural change and to operator training (ID7). Interviewees argued that
investing in understanding different cultures and the education levels of people involved in
performance measurement simplifies the implementation process and avoids attempts to
disrupt it. The interviewees argued that there are differences among country employees in
their level of understanding of performance measurement, and that this affects the ease of
implementation and the type of support needed in different countries. A good understanding
of this is pivotal to the successful implementation of a performance measurement project.

During the interviews, the supply chain director, the project leader and the supply director
ofMSFBelgium evaluated the relative importance of the various implementation practices. In
general, the interviewees argued that ID7 is the most important practice, ID9 was seen as the
second most important, ID8 and ID10 as the next most important followed, finally, by ID6.
The reason why ID7 was seen as the most important was because providing training to
employees in projects in the various countries enhances and improves their skills and
knowledge on performance management and reduces the risk of the employees not using the
performance management tools.

5. Main findings and discussion
We conducted action research at MSF Belgium over a period of four years to explore whether
supply chain performance management design and implementation practices commonly
applied in business organisations are appropriate for humanitarian organisations (HOs). To
this end, we conducted a variety of workshops, meetings and interviews, and we conducted
pilot tests. This study provided the following findings.

The first finding is that the ten performance management practices we applied are not all
equally important for the successful design and implementation of performancemanagement
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– although all the practices seemed to be required for the successful design and
implementation of supply chain measurement at MSF Belgium. During the interviews that
we held in 2018 to reflect on the performance measurement design and implementation
practices, the interviewees all agreed that all the practices were important and prerequisites
for successful design and implementation of performance measurement at HOs. However,
according to the interviewees, two practices, ID3 and ID7, stood out as particularly important.
Setting objective criteria (ID3) was seen as a key prerequisite by all the interviewees. One
interviewee argued that setting and discussing objective criteria ‘makes clear what the
indicators should be used for because differentMSF supply chains have to be considered, and
it supportsMSF employees in learning how to design indicators independently.’This result is
in line with earlier findings (e.g. Taticchi et al., 2010; Melnyk et al., 2014). Paying explicit
attention to cultural change (ID7) was evaluated as the most important practice. Three
interviewees indicated that cultural acceptance is crucial because they work in environments
where many cultures, competences and visions come together and influence the results of
performance management implementations. This result is in line with Franco-Santos
et al. (2012).

The second finding is that tools and techniques developed for designing and
implementing supply chain performance measurement systems in and for business
organisations are also relevant in a humanitarian context. This is in line with findings
from the literature on humanitarian supply chain management (Schulz and Heigh, 2009).
During the course of the four-year project, we applied a variety of tools and techniques from
businesses such as workshops, the Analytical Hierarchy Process (AHP) (Saaty, 1980) and the
technical sheet (Neely et al., 1997). We used workshops to solicit feedback on ideas and to
discuss the different perspectives on problems with relevant stakeholders as recommended
by Bititci et al. (2000). For example, we demonstrated the usefulness of the ‘demand forecast
accuracy’ performance indicator.We showed how to obtain relevant data and how tomeasure
‘demand forecast accuracy’ using data from actual relief projects in Afghanistan. In addition,
we presented how to analyse the obtained results and how to take the actions necessary to
ensure appropriate stock levels in the relief projects while reducing airfreight costs. We
observed that such an approach leads to greater consensus and reduces resistance from some
employees in relief projects and at headquarters, an observation similar to what Bititci et al.
(2004) noted in the business sector.

We also found that not all the techniques, for exampleAHP,worked aswe had anticipated.
The interviewees argued that AHP is difficult to use due to the large number of metrics and
measures included in the performance measurement system. The interviewees criticised the
AHP survey (Appendix 4), which involves pairwise comparisons of performance indicators,
as too time-consuming and complex. This criticism is in line with findings byWakchaure and
Jha (2012). Given this feedback, we instead used an approach involving a technical sheet
developed by Neely et al. (1997) to generate the purpose, format, target, responsibility, data
source, reporting frequency and use for each performance indicator. Using a technical sheet
for each indicator simplified selecting a limited number of relevant indicators and provided a
structure to support the design process of indicators as indicated by Sousa et al. (2010).

The third finding is the need to connect the design and implementation of a performance
measurement procedure to an IT project. Wouters and Wilderom (2008) have previously
highlighted that data availability and related IT systems are essential for the effective design
and implementation of a performance measurement system. MSF Belgium had recognised at
an early stage that relying on data captured in a chaotic environment with unusable and
incomplete information is problematic when attempting to design and implement
performance measurements because the actual performance levels may be depicted
incorrectly. Therefore, four months before starting the performance management project, a
parallel IT project had been started at MSF Belgium to develop a unified supply chain IT
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system for use around the globe. During the implementation of the performancemanagement
project at MSF Belgium, the supply chain director also got involved in the IT project and
became the liaison between the two projects.

The fourth finding concerns the applicability of performance management practices used
in business organisations to HOs. It is often stressed that business and humanitarian supply
chains are very different (Abidi et al., 2014). However, the MSF performance management
project, as well as the interviews with key stakeholders about the practices applied, showed
that many of the design and implementation practices commonly found in business
environments can also be applied in a humanitarian context, albeit with some adjustments.
This finding is in line with Singh et al. (2018) who explained that the fundamental structure of
the humanitarian supply chain is not so different from the business supply chain. For
example, several metrics from the BSC and SCORmodels can be used, but need adjustment to
fit humanitarian supply chains (e.g. the demand/supply planning costs obtained from the
SCOR model in a business environment was replaced by purchasing items under the control
of MSF Belgium)[4], a finding supported by Abidi and Scholten (2015). Applying these
practices may help in designing and implementing performance management that is aligned
with an HO�s strategies, philosophies and incentive schemes as is the case in the business
sector. In a similar vein, Abidi et al. (2014) showed that the concept of fourth-party logistics
service providers, which is well known in the commercial sector, may also be applicable to
humanitarian organisations. The performance management practices presented provide a
structured guide that can help ensure that the design and implementation of performance
management at HOs remains manageable.

The fifth finding focuses on cultural change during performance management
implementation in an organisation. During the reflection interviews, the interviewees put
emphasis on paying attention to cultural change (ID7). The interviewees pointed out that
considering cultural change and providing training to MSF employees in the field during
performance measurement implementation is necessary and a new way of working for MSF.
The performance management project led to a cultural change in the supply chain
department at MSF Belgium. We observed that employees became less resistant to
implementing performance measurement, and that the training sessions raised awareness of
the importance of assessing supply chain performance. One interviewee indicated that
‘cultural acceptance is crucial because we work in environments where many cultures,
competences and visions come together. For example, in some countries employees gave little
attention to the topic of performance measurement, resulting in inputting inaccurate supply
chain data to the system.’ In addition, employees from various departments at MSF Belgium
realised that supply chain performance management can support them in monitoring
efficiency, in comparing results with expectations, in encouraging discussions in meetings
between executives and employees and between colleagues and donors, in providing accurate
and timely information to decision-makers and in improving global performance.

Finally, the study at MSF showed that there may be a logic to the best order of applying
the performance management design and implementation practices. Already during the ex-
ante project approval, we noticed that the understanding of performance management
objectives and the design of the indicators have to be consistent among all the actors involved
in the performance management working group at MSF in Belgium. Starting with ID4 and
ID3 allowed consensus to be achieved among all the actors. In contrast, the literature argues
that initially negotiating the goals is not a preferred approach (cf. De Leeuw and Van den
Berg, 2011). We then focused in the design phase on practices ID1 and ID2 to structure
indicators according to standard frameworks such as the BSC or a SCOR model.

In terms of a logic in the implementation steps, the supply chain director decided, before
starting the project, to first appoint an external expert and a project team leader (ID9 and ID8)
capable of guiding the organisational change. Next, ID6 and ID10 were recognised as crucial
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steps in the implementation phase of performance management at MSF in Belgium. Both
implementing performance management as part of a company-wide project (ID10) and
creating a performance management initiative (ID6) are considered advisable as these can
facilitate the change process within an organisation (De Leeuw and Van den Berg, 2011). ID7
was regarded as the final but important step to avoid resistance among all the actors involved
in implementing performance management. Such resistance might lead to staff lacking
motivation to introduce improvements (De Leeuw and Van den Berg, 2011).

6. Conclusions, limitations and future research
Research on how to design and then implement supply chain performance management
measures in humanitarian supply chains is limited (Abidi et al., 2014). Indicators commonly
used by HOs do not cover all the relevant aspects of the humanitarian supply chain with, for
example, reports for donors frequently focussing only on financial indicators (Beamon and
Balcik, 2008). In essence, there is no common understanding of performance measurement
and there are few tools and insights available in the literature on how HOs can design and
implement supply chain performance management (Behl and Dutta, 2019).

6.1 Theoretical implications
The existing literature frequently claims that the performance of humanitarian and of
business supply chain should be measured differently (e.g. D’Haene et al., 2015; Dubey et al.,
2018). To the best of our knowledge, this paper is the first to provide an in-depth
understanding of designing and implementing supply chain performance measurement
procedures at an HO. In our research, we applied ten supply chain performance management
practices identified in the business literature to a humanitarian supply chain. The first major
theoretical contribution of our research is that, in terms of performance management design
and implementation, humanitarian supply chains are no different from business supply
chains. We have demonstrated that supply chain performance management at HOs can
benefit from using performance management practices and tools already developed for the
business sector. The first important implication that we derive from our findings is therefore
that there is no good reason not to apply business performance management practices to
humanitarian supply chains. Future research should explore whether other aspects seen in
the business sector can also be successfully applied to the humanitarian sector, including the
concepts of integrated supply chain management and process integration.

The second important implication is that tools and techniques, such as workshops and
technical sheets, used in a business environment are also essential in designing and
implementing performance measurement projects at HOs. For example, workshops were
found to be a good way to establish a common understanding of performance management.
Workshops also enhanced commitment to and engagement with implementing performance
management in the relief projects as well as providing ameans to obtain useful feedback. The
technical sheet developed byNeely et al. (1997) proved to be a good instrument for providing a
structure and visibility to each performance indicator and for supporting the implementation
process of performance management in relief projects. Future research could usefully explore
the applicability of process design and implementation tools and techniques common in
business practice to humanitarian supply chains.

6.2 Practical implications
The first practical implication is that connecting performance management to an IT project is
crucial in successfully implementing performancemeasurement in HOs. During our research,
we observed that gathering data in a chaotic environment with unreliable, unusable and

Performance
management

practices

145



incomplete data information endangers the successful design and implementation of
performance measurement at an HO. Wouters andWilderom (2008) have highlighted that IT
systems can lead to effective performance management. Future research is required to
determine whether and how advanced technologies can be used to optimise performance and
to increase visibility and predictability along the flow of physical goods as well as the
complex flow of information and financial transactions in humanitarian supply chains and
logistics networks (Wamba et al., 2017).

The second important implication is that performancemanagement implementation requires
a cultural change to reduce resistance by employees. Creating a performance improvement
culture involves a systematic approach to managing the performance of organisations, teams
and individuals and to reducing resistance. Our research showed, for example, that it is difficult
for employees to create a shared consensus on how to effectively manage supply chain
performance when they are not involved in the meetings and workshops from the start of a
performance management project. Accordingly, future research could examine concepts for
linking cultural change to desired supply chain performance concepts at HOs.

6.3 Limitations and suggestions for future research
As with any study, our study has its limitations. First, the key issue regarding validity in
action research that uses one specific case is the questionable transferability of findings to
other contexts (Thompson and Perry, 2004). Therefore, in future research, we would
encourage multiple case studies to extend our findings to other organisations with different
funding structures (MSF is known for its independence, with a large proportion of funds
provided by individual donors) or different supply chain structures. Second, we have judged
the applicability of business-based supply chain performance practices in humanitarian
organisations using qualitative approaches. Providing stronger evidence for this
applicability may require large-scale investigations such as a wider survey of performance
measurement practices. Furthermore, it would be interesting to study a range of
humanitarian organisations that are very different from each other.

In terms of thewider research agenda, there are two conclusions and recommendations for
further research alongside those already identified. First, we identified that the availability of
reliable, timely and accurate information is key to successfully managing humanitarian
supply chain performance. Recently, HOs have started to invest in sophisticated information
technology in the hope that this will improve information sharing, provide accurate forecasts
or mitigate inventory fluctuations. Although technologies are available, it is not clear which
information it is that managers require to manage processes in relief operations and to make
the best possible decisions. As a result, it is difficult for volunteers, technology developers and
logisticians to collect and analyse data such that this results in information that is accessible,
reliable and relevant for decision-makers (Gralla et al., 2015). Indeed, our research also
demonstrated that there is a lot of unusable and unstructured data in relief projects. Wamba
et al. (2015) indicated that, once IT systems are in place, big data analytics will allow one to go
beyond financial performance indicators and add value to customer, process and innovation
perspectives that can promote and improve performance management and decision-making.
Future research could therefore focus on examining the impact of big data and predictive
analytics on humanitarian supply chains and organisational performance in a similar way to
the research by Gunasekaran et al. (2017) has addressed the business environment.

Notes

1. Upside supply chain flexibility is included in the SCORmodel and is a discrete measurement defined
as the time it takes a supply chain to respond to an unplanned 20 per cent increase in demandwithout
service or cost penalties. It shows the ability of a company or supply chain to respond quickly to an
increase in order volume for a product.
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2. The AHP model was discussed by a group of researchers and practitioners in several meetings. A
pre-test was conducted with the supply chain director and one of the authors. The final AHP survey
(Appendix 4) was sent to the organisation’s performance management group members (n56). These
six experts were given two weeks to compare and to assess the relevance of each key performance
indicator for each project level at MSF Belgium (headquarters (international), coordination, project
site and project base levels) and for each key supply chain process determined (procurement,
warehouse, distribution and supply chain planning).

3. Strategic level: headquarters (international), tactical level: coordination level, operational level:
project site and project base levels. The four organisational supply chain levels involved in MSF’s
ordering and delivery process are described in detail in Saputra et al. (2015, p. 117).

4. Costs associated with forecasting, developing finished goods or end-item inventory plans, and
coordinating the demand/supply process across the entire supply chain. This performance indicator
includes the financial volume of items purchased under the control of MSF in place of the total
amount purchased
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Appendix 1

Appendix 2
“Supply Chain PERFORMANCE Management MSF”

Beamon (1999) (1) What is being measured?
(2) How frequently is the measurement performed?
(3) When and how are the measures re-evaluated?

Neely et al. (1995,
2002, 2005)

(1) Which performance measures are used?
(2) What are they used for?
(3) What benefit do they provide
(4) Are the measures related to the business units objectives?
(5) Are some measures used for benchmarking? Is there any measure that should

be discontinued?
Kennerley and Neely
(2002)

(1) Does the measure definitely assess what it is supposed to assess?
(2) Can the data be promptly communicated and easily understood?
(3) Is there any possibility of ambiguity in data interpretation?
(4) Is it possible to take actions based on the data?
(5) Can the data be analysed quickly enough so that actions can be taken?

Key performance indicator

Title of Kpi
Purpose
Relates to
Target
Formula
Frequency
Who measures?
Source of data
Who acts on the data?
What do they do
Is it valuable or useless?
Comments
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Appendix 3

1) What is your job title?  

2) How long have you been working for your organization? 

3) Gender 

4) What type of supply is your organization managing? 

Communications: radio, phones, internet, etc. 

Transports: trucks, cars, planes, cargo, horses, etc. 

Sources of energy: fuel, batteries, etc. 

Accommodation or quartering 

Hygiene: water and sanitation 

Procurement: material, food, etc. 

Storage: warehousing and handling 

Shipment: staff, food, special fittings, handling material, etc. 

Education: seminars  

Health: medicine 

Other, please specify 

5) What is your yearly budget which you manage and control for 

a) Humanitarian relief 

None 

< 1,000 USD

< 2,500 USD

< 5,000 USD

> 10,000 USD

> 50,000 USD

< 90,000 USD

> 100,000 USD

> 500,000 USD

> 2,000,000 USD

Don´t know

b) Humanitarian logistics 
None 

< 1,000 USD 

< 2,500 USD 

< 5,000 USD 

> 10,000 USD 

> 50,000 USD 

< 90,000 USD 

> 100,000 USD 

> 500,000 USD 

Don´t know 

6) What is the estimated number of beneficiaries that your organization attends  to? 

Less than 2000 

Between 2000 and 10 000 

Between 10 000 and 25 000 

Between 25 000 and 75 000 

Between 75 000 and 125 000 

More than 130 000 

Don´t know 

 Male  Female 
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7) Please indicate the degree of logistics outsourcing in your organization. 
8)  a) Please indicate the proportion of employees in your organization. 

White collar-worker % Blue collar-worker % 

dleiFdleiF

Country  Country  

Region  Region  

Headquarter  Headquarter  

b) For which country (ies) 

9) How do you define a humanitarian supply chain? 
10) In case of disaster who are the supply chain actor in the process of supplying relief items? 
11) What Objectives are central for your supply chain? 
12) What decisions or actions are keys to these objectives? 
13) How do you measure the success and goals of your supply chain? 
14) Please asses the key performance indicator in your organization by allocation 100 points on each item.  

0 point= no usage/irrelevant  100 points= high usage/extremely relevant 

Human resources indicator (e.g. total number of staff working hours) 

Financial indicator (e.g. supply chain costs) 

Process indicator (e.g. purchase order or number of stocks) 

Innovation indicator (e.g. implementation of ICT systems or supply chain concepts) 

Risk indicator (e.g. volatility index) 

Beneficiaries indicator (e.g. persons, location, countries served with aid) 

15) How many information systems are used in the process of supplying aid to beneficiaries? 

16) How many information systems are used in the process for capturing data? 

17) Are the involved information systems interoperable? 

a) If yes, what makes them interoperable? 

b) If no, what can improve their interoperability? 

18) Which of following key performance indicators have been captured in your organization? 

XsrotacidniecnamrofrepyeKsevitcejbO

Responsiveness/ 
Speed  

Minimum response time  

Percentage of products that were delivered within promised lead time   

Delivery date reliability  

emiTyreviled-ot-noitanoD

Achievement of 
Objectives  

Realised service level  

ecivresfoeergeD

Beneficiaries and 
Donors Satisfaction  

Confirmation rate of customer's desired delivery date  

etartnialpmoC

Reliability  Delivery date reliability  

ytilibaileryrevileD
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Complaint rate  

Flexibility  Number of individual units of Tier 1 supplies that an organization can 
provide in time period  

Mix of different types of supplies that the relief chain can provide in a 
specified time period  

Number of individual units of Tier 1 supplies that an organization can 
provide in time period  

Inventory 
Performance  

Accuracy of stock records  

ycaciffekcotS

Mean costs per incoming goods item  

Mean quality inspection costs per incoming goods item   

Evaluated turnover rate  

Bottleneck 
Management  

)tnemerucorP(ytilibailerytilauqyrevileD

Delivery quantity reliability (Procurement)  

)tnemerucorP(ytilibaileretadyrevileD

Cooperation  Framework agreement quota  

sredivorpecivrescitsigol/sreilppusforebmuN

Number of externally sources articles  

atouqegnahcxenoitamrofnI

Order/setup costs  

stsocgnidlohyrotnevnI

Cost of Supplies  

Number of relief workers employed per aid recipient   

Number of "value added" hours (the number of direct hours spent on 
dispending aid per total number labour hours)  

tneipicerdiareptnepssralloD

Donor dollars received per time period  

)noitubirtsid(etarrevonrutdetaulavE

Mean costs for distribution activities per order-picking item  

tnemngisnocsdoogreptropsnartfostsocnaeM

Standardization  Degree of standardization  

Innovation  Degree of investments in trainings

Degree of investments in information systems  

Quota of supported processes by information systems   

Costs Efficiency  Total cost (of resources used)  

Total Cost of distribution (including transportation and handling cost)   

Inventory investment (the investment value of held inventory)  

)egaliopsdna(ecnecselosboyrotnevnI

Other 
Other 

19) Which measures have to be captured in your supply chain? (Qualitative and Quantitative) 

20) Who should use the PMS? 

21) How should be the performance measurement be designed? 

22) Please tell us your evaluation for following questions. 
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a) Please tell us your assessment to the following aspects of the PMS in your humanitarian 

organization. Our PMS … 

to a great extent not at all 
Don´t 

know 

1 2 3 4 5 

…has a great value for our 
management 

…has a very high acceptance 
from our employees 

…has a very high acceptance 
from our stakeholder (e.g. donor) 

…is of central importance for our 
performance 

b) How familiar is your organization with the PMS in supply chains? 

I use our PMS very often       

I have a detailed substantive 
understanding of our PMS 

I have a detailed understanding 
of the costs which are linked to 
the construction and maintenance 
of our PMS 

c) To what extent do you agree on the following statements about multidimensionality of your 

PMS? Our PMS … 

to a great extent not at all Don´t 

know 

1 2 3 4 5 

…doesn’t only consists of 
financial ratios but also measures 
performance and success along 
several dimensions (e.g. process, 
beneficiaries and innovation 
ratios)

...  ensures that all areas that are 
relevant for the humanitarian aid 
success are considered

O O O O O O 

...  offers a bride spectrum of 
ratios (e.g. financial and non-
financial, internal and external, 
 early and late indicators) 

O O O O O O 

d) To what extent do you agree on the following statements of the combination of strategy and 

operative humanitarian relief in your PMS? Our PMS … 

to a great extent not at all Don´t 

know 

1 2 3 4 5 
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...  creates causal connections 
between value drivers on 
operative level and output 
quantity on strategic level  

…  connects all (operational) 
activities with the achievement 
of targets of the entire 
organization 

…  shows how the humanitarian 
operation relief activity of one 
organization unit can influence 
the entire organization 

…  ensures the compatibility of 
personal performance targets and 
appeals with the overall strategy 
of the company 

e) To what extent do you agree on the following statements on focusing your PMS on relevant 

information? Our PMS …  

to a great extent not at all Don´t 

know 

1 2 3 4 5 

…  concentrates on relevant 
information to success and 
performance measurement on  
basis of chosen ratios 

…  creates strongly compacted 
and focused performance and 
success ratios on higher  
hierarchical levels of the 
organization. 

…  doesn’t try to generate as 
many measure values  
as possible but to priorize the 
most important ratios 

…  has the right detail level for 
the requirements of different user 
groups 

f) To what extent do you agree on the following statements of timely availability of information in 

your PMS? Our PMS … 

to a great 

extent 

not at all Don´t 

know 

1 2 3 4 5 

…  ensures that ratios for the 
operative daily activities are 
measured more often than results 
ratios  

…  ensures that information for 
the performance and success 
measurement are available 
continuous and on time 
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… makes a quick reaction 
between the performance 
measurement and the der 
correcting measures followed by 
them possible 

g) To what extent do you agree on the following statements on connections across non-profit 

organizations of your PMS? Our PMS … 

to a great 

extent 

not at all Don´t 

know 

1 2 3 4 5 

… gives us measurement 
categories which connect our 
intern activities with those of our 
partners in the supply chain 
(donors, beneficiaries, suppliers, 
cooperation partners) 

… shows the connection of our 
success with beneficiaries, donor 
(e.g. efficiency) and 
(sub-) suppliers (e.g. cost savings 
in processes) 

…creates transparency regarding 
performance and success 
dependency between the 
different participants in the 
humanitarian supply chain 

…  integrates extern orientated 
ratios (e.g. quality of operations 
relief or performance of sub 
suppliers)

… ensures a compatibility of 
ratios with those of our 
humanitarian supply chain 
partners 

... supports the coordination 
with our humanitarian supply 
chain partners 

h) To what extent do you agree on the following statements on the adaptability of your PMS? Our 

PMS… 

to a great 

extent 

not at all Don´t 

know 

1 2 3 4 5 

… can be adapted easily in case 
of new knowledge or additional 
requirements 

… is able to react flexible on 
new requirements or situations 
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… can be adapted easily to our 
standard solution in contrast to 
our specific humanitarian aid 
requirements 

i) To what extent do you agree on the following statements on the kind of use of your PMS? Our 

management uses our PMS … 

to a great 

extent 

not at all Don´t 

know 

1 2 3 4 5 

… to track the progress in 
gaining our targets 

…  to control central 
humanitarian operations 
indicators 

… to monitor results, efficiency 

… to compare results with 
expectations 

… to bring the organization on a 
common line 

… to enable our organization 
to concentrate on the critical 
success factors 

… to create an uniform 
understanding in the organization 
for the humanitarian aid targets 

… to encourage discussions in 
meetings between executives and 
employees and between 
colleagues and donors 

…  to make strategic decisions if 
a quick reaction is necessary 

… to make decisions when there 
is an unclear problem that has 
never appeared before 

… to make decisions when there 
was a similar problem in the 
recent past 

… to anticipate the future 
adjustment of the organization 
instead of just reacting to given 
problems 

… to be able to make final 
decisions in every case with high 
strategic importance 

j) How do you evaluate performance of your organization in service quality compared to your 

competitors? 

to a great extent not at all Don´t 

know 

1 2 3 4 5 
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The permanent fulfilling of the 
contracted delivery dates and 
amounts 

The ability to concentrate on 
customer wishes and needs 

The part of deliveries with 
missing/ wrong/ damaged 
products 

The observance of beneficiaries’ 
specifications 

Your overall evaluation how the 
performance fulfills the 
expectations of your internal and 
external customers 

23) What is your reflection on these questions?
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Appendix 4

Working instructions: 

Please compare which performance measurement indicators have to be esteemed important. Please use 

following rating scale: 

 1 = Equally important 

 3 = Moderately important 

 5 = Strongly important  

 7 = Very strongly important 

 9 = Extremely important 

Please do not leave anything blank! 

For example 1): 

When you consider the supply chain area procurement which performance measurement indicator is 
……important than the other performance measurement indicator at capital level? 

Performance measurement indicator
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Performance measurement 
indicator

9 7 5 3 1 3 5 7 9 

Actual capacity to planned capacity 
(human resources) 

 X Donations per 
(project/country) 

Meaning: donations per project/ country is strongly important than actual capacity to planned capacity (human 

resources) 

For example 2): 

Performance measurement indicator
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Performance measurement indicator
9 7 5 3 1 3 5 7 9 

Donations per (project/country) x Validation delay 

Meaning: Meaning Validation delay is strongly important than donations per project/ country.
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Appendix 5

For this interview/survey, the term Supply Chain Management (SCM) includes procurement and logistics, 
including warehousing and inventory management, and excludes fleet management.  Please keep this in mind as 
you answer the questions. 

The term “big project” refers to projects whose budgets exceed $1M over the life of the project. 
Data should be from 2014 unless otherwise stated. 
Financial numbers should be listed in USD. 
Please provide an organigram for each country at a level which shows where SCM reports in. 

OVERVIEW – SECTION 1.  Country “numbers” 
C

ou
nt

ry
 1

 

C
ou

nt
ry

 2
 

C
ou

nt
ry

 3
 

2014 est. number of direct 
beneficiaries served 

2014 est. number of 
indirect beneficiaries 
served 

Total country budget in 
USD (the most recently 
amended budget)  

Percentage of country 
budget allocated to 
Emergency Response 

Name of department into 
which SCM reports 

Percentage of country 
budget allocated to SCM 

Number of Implementing 
Partners (IPs) 

sPIMCSforebmuN

N stcejorPforebmu

N stcejorPgibforebmu

Types of items 
used/distributed: 

seitidommocdniknI

Locally sourced 
commodities 

Globally sourced 
commodities 

MSF OCB STAFF 
Total current number of 
staff (Existing and 
occupied positions) 

Total current number of 
vacant posts (Existing 
vacant plus New-vacant) 

Turnover of staff (number 
of posts vacated in 2013) 
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Current number of SCM 
staff  

Current number of vacant 
SCM posts 

 Number of SCM posts 
vacated in 2013 

MSF NATIONAL STAFF
Total current number of 
National Staff 

Total current number of 
vacant National posts 

Number of National posts 
vacated in 2013 

Current number of National 
SCM staff  

Current number of vacant 
Nat’l SCM posts 

Number of National SCM 
posts vacated in 2013 

OVERVIEW – SECTION 2.   
Country program and SCM detail.  Please fill in for each country.

yrtnuoC
sronodrojaM

Changes in donor requirements (over the last 3 
years) e.g increased use of local purchasing, 
changes in reporting requirements or in procurement 
guidelines. 

Recent program trends – 2010 to 2014 (growth, 
funders, objectives, nature of activities) 

Expected future program trends – 2014 to 2020 
(growth, funders, objectives, nature of activities) 

Supply Chain Management 
SCM trends (stocks, in kind vs local markets, 
objectives, nature of activities) 

SCM Strategic initiatives underway  

Role of MSF in the supply chain (prime contractor?, 
activities)

Role of local government in the supply chain  

Role of SCM Implementing Partners (IPs)  

Trends in use of local markets (current split of in 
kind vs locally purchased food, transport, non-food 
commodities) 

TIdnanoitamrofnIMCS
Type of SCM information system used by MSF & 
activities covered 

SCM IT Strategic initiatives that are underway  

Types of reports currently used by MSF to monitor 
SCM (check all that apply) 
  Procurement plan 

  Asset report (vehicles, telecom, computer 
equipment, etc.) 
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Inventory report 

  Audit report 

  Other (list) 

Types of SCM information passed from IPs to MSF 
electronically
Types of SCM information passed from IPs to MSF 
using paper forms
Percentage of MSF/IP operating locations with 
acceptable mobile phone coverage 

Percentage of MSF/IP operating locations with 
acceptable internet coverage 

OVERVIEW – SECTION 3. Please provide background on 1 to 3 big projects from each country.  We will 
focus on these projects when we conduct our interviews.   

3a. Project Information 

COUNTRY____________________________________ 

3tcejorP2tcejorP1tcejorP
Number of direct 
beneficiaries served 

Number of indirect 
beneficiaries served 

Donor

)s(noitacoltcejorP

seitivitca/sevitcejbO

Measures of project/ 
programme success 

Trends (growth, change in 
activities, change in donor 
requirements) 

tegdubtcejorP

Percentage of project budget 
allocated to Emergency 
Response 

Strategic importance of 
project to MSF 

Biggest programme 
challenges 

detratsraeY

Term of current contract e.g. 
2012-2014 

Which organization is the 
prime contractor? 

ffatsFSMforebmuntnerruC

Current number of open MSF 
posts 

Total number of 
Implementing Partners (IPs) 

N sPIMCSforebmu

Role of local 
government/ministries 

Types of items 
used/distributed: 

seitidommocdniknI
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seitidommocdecruosyllacoL

Globally sourced 
commodities 

Type of supply chain 
(choose one): 
Rapid Response - <2mos 
Short Term – 2-6 mos 
Long Term - >6 mos  

segnellahCMCStseggiB

- Specific to your 
circumstances, geography, 
seasonality 

-Others, e.g. lack of priorities 
placed on SCM 

Who executes SCM 
activities (donor, program, 
MSF SCM, IP, private 
sector, no one)? 

deengnitsaceroF

Procurement to prepositioned 
stock 

Procurement of non-pre-
positioned program items 

smetifotropsnarT

gnisuoheraW

seiraicifenebotnoitubirtsiD

Disposition of excess or 
expired materials 

dnahnoskcotsfognitropeR

desuseititnauqfognitropeR

Reporting of quantities 
distributed 

3b. Qualitative Questions (answer for each country): 

1. What are the key elements that currently define Value for Money for your projects? 
2. What additional elements that define Value for Money should be added? 
3. What is important to programs with regard to supply chains for these projects, and how is it 

changing?  
4. What supply chain design features do you think are most important to meet goals of the project? 

Why are these the most important features? What is their impact on programs? 
5. Is SCM involved in the planning stages of the project? If not, at what stage of the projects does 

SCM become involved? 
6. How well are your IT systems currently capable of providing the information to track supply chain 

performance? 
7. What would use of a common set of KPIs for SCM across MSF mean for your projects? How 

would use of a common set of SCM KPIs for the humanitarian sector help your projects? 
8. What SC design features do you think are most important to meet goals of the project? 
9. Please list 5 key challenges for your project, ranked from 1 (the most critical of the list) to 5 (the 

least critical of the list.)  
10. Please list 5 key challenges for your supply chain, ranked from 1 (the most critical of the list) to 5 

(the least critical of the list.) 
11. What would having a common set of supply chain KPIs mean for your projects? 
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Appendix 6

Examples of Kpis 

Purpose Formula 

How do we 
operationalize 
this kpi? 

Can we 
make a 
target? 

What is an 
appropriate 
survey 
period? 

Reg 
Vs 
Em
erg
enc
y

Efficie
ncy/Ef
fective
nes Note 

Headquarter Level / 
Procurement 

Delivery Lead Time 
reliability 

It expresses Actual 
delivery Vs Requested 
delivery 

Lead time international 
procurement (1 month 
late /1 week late/ 1 
week in advance / 1 
month in advance  No 
of shipments not 
delivered in time/total 
no of delivered items* 
100       
Lead time national 
procurement (1 month 
late /1 week late/ 1 
week in advance / 1 
month in advance  No 
of shipments not 
delivered in time/total 
no of delivered items* 
100       

Demand accuracy 
Measures accurate 
and timely demand 
plan  

Forecast accuracy: 
financial value of orders 
matching with a 
forecast        

Demand planning 
accuracy 

RDD coherent with 
Agreed Lead time: % of 
RDD < ALT - 1 week  
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