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IAPB Standard List Consultancy

Executive Summary.

1.1  Background
The IAPB Standard List (SL) was created over 20 years ago to help NGO’s with their procurement of equipment relevant to eye care services. This was a hard copy booklet, printed about every two years.  In 2011 a coalition was formed of IAPB and six member organisations (Sightsavers, CBM, Light for the World, Orbis, Fred Hollows Foundation and Helen Keller International – “The Coalition”) and the SL migrated to a web-based product with a vision of creating an united online procurement service for the eye health sector. In 2013 the Coalition agreed to provide three year funding to deliver, by February 2016, an on-line fulfilment service, user guides and a wider range of products.  

1.2  Mid-term Review
By the end of 2013 IAPB recognised that the Standard List was not being used by the coalition partners or the wider membership as we had envisioned when we launched on-line.  The site had technical faults, general userability and navigation were difficult but we felt the issue was much wider than this.  Rather than press on regardless we decided to fundamentally reassess our initial assumptions about the market place, the needs of our members and how IAPB should develop the Standard List.  

One significant point was that there seemed to be little demand amongst the wider membership for procurement services.  Whilst through anecdotal information we knew that the Standard List was seen as an important resource for the sector we decided on a full reassessment in order to help us make the core decisions on how we could use IAPB's unique position to provide added value to support our members to deliver better procurement for eye health     

As a result in February 2014 we launched a wide ranging consultation with Standard List users and engaged an external consultant to report on the effectiveness of the Standard List and identify alternative development options. 

1.3  Consultancy Brief
We engaged a consultant with a brief to:
· Identify how IAPB could most effectively utilise the Standard List.
· Produce a detailed analysis of potential options for future development
· Explore the extent the SL should be a member benefit or global resource
· Identify options

1.4 The current Coalition project
The project had three objectives: 
· To support eye health providers in developing countries by continually enhancing user experience to support all procurement activities and planning by improving and developing the functionality of the platform.
· To drive volume by developing a peerless market place for suppliers to focus all their marketing, communication and technical developments for the eye health community.
· To build relationships with suppliers that will ensure users receive best value for money and service ensuring that the platform dominates market share of the eye health procurement budget.
· To develop commercial activities around the service as well as pilot and test options around offering a paid-for end-to-end fulfilment service to members and establishing with suppliers a commission structure for items procured through the platform.

The final report at thirty three pages was a challenging read that didn’t pull its punches and to a large degree mirrored our own experiences and feedback.  While the report found the concept to be laudable it questioned the degree of research undertaken and the start-up resources.  It felt that IAPB had embarked on a programme where they lack the necessary expertise in software development requirements and demand for an online marketplace.     

1.5 Market Research
In early 2014 we conducted a survey amongst our registered users, of 700 emailed 74 replied, this was a reasonable response rate, made more significant by the high ratio of people actively involved in procurement or budgeting.  

On what users found most useful: 
· Ability to use it for planning and budgeting, 
· To compare prices 
· Confidence in the quality of products listed.
Ability to access preferential prices 
· Ease of use 

To a lesser extent: 
· Information related to compliance with funder demands and,
· Ability to fulfil procurement through the site was of least value

	
	5
Ext. important
	4
	3
	2
	1
No importance

	Planning & budgeting decisions
	26
	13
	7
	1
	6

	To make price comparisons
	22
	18
	10
	3
	1

	To access tried & tested products and suppliers (quality control)
	19
	22
	5
	5
	3

	To access discounted prices
	18
	16
	11
	4
	6

	To make informed comparisons between similar products
	14

	19
	11
	4
	2

	Ease of use
	16
	18
	13
	2
	3

	Source country origin specific products that comply with donor restrictions
	11
	19
	7
	6
	7

	To use the site to fulfil all my procurement needs
	6
	14
	11
	11
	8



Highlighted cells reflect the strongest response  

Asked how the Standard List could be improved

	· Very Strong desire for detailed information on maintenance and spare parts 
· Strong interest in displaying user feedback on purchases, full procurement facility and in an app for mobile phone access.
· Good level of interest in providing more detailed information on products listed 
· Less interest in providing more guidance on using the site or including a wider range of products.
· Least interest of all in making the site available in other languages.


	· 

	· 

	· 

	· 

	· 

	· 



	
	5
	4
	3
	2
	1

	Access country specific information on maintenance and spare parts distributors
	27
	20
	5
	0
	1

	Create a true end-to-end source to pay option to fulfil purchases 
	22
	15
	7
	1
	5

	Develop an app to enable access from a mobile device
	21
	5
	14
	7
	6

	Display user feedback on goods purchased
	20
	18
	7
	5
	1

	Available in other languages
	16
	8
	14
	5
	8

	Provide more details on how to use the site and its main attributes
	15
	13
	17
	3
	6

	Should include a wider range of products
	12
	15
	14
	10
	0



Highlighted cells reflect the strongest response  


1.6 Standard List website
The report found that the website promotes around 40 suppliers with a total range of over 1,600 products some of which attracted discounts, usually around 20%.  It also identified a number of problems with the configuration that led to a very poor user experience, principally that: 
· The requirement to log on to access the site creates an immediate obstacle,
· The Navigation is cumbersome and complicated,
· The basket function is confusing,
· Local suppliers are not well represented,
· There is no indication of ratings for supplier reliability or quality comparisons.
· There is a fundamental dearth on data both on who is using the site and their behaviour
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· There was no data on any transactions initiated by virtue of the Standard List.
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1.7 Development Options

The consultant considered six development options:
 
	Option
	Description
	Business Model
	Implementation

	Web based SL without the facility to create a basket
	Essentially a web-based catalogue.  Would help in planning and budgeting and provide basic information.  Catalogue could contain suppliers RRP’s with members able to access discounts thorough a discount code/ promotion system.  Essential Lists retained.
	Advertising and sponsorship
	Pro: Many of the resources are in place. Comparatively easy to maintain.  Meets needs of users who want an aid for planning and budgeting.

Con: Feels a retrograde step. Contributes little to sharing of knowledge across sector or better procurement.    

	Procurement Community  model



	Current SL would be expanded to allow comments, feedback, questions on services, products and suppliers.
	Advertising and infomediary
	Requires major web development and commitment to keep site updated and fresh.
Pro: Excellent way to get feedback.  Maintains IAPB “gold standard”. May bridge gap between those in procurement and those using equipment in the field.
Con: Requires strong interest, commitment and interaction with users. Initial momentum is hard to generate. The challenge will be  to drive the site to keep it refreshed.  

	Bespoke Procurement


	Consultancy based procurement model.  Specialist support for the more complex procurement orders.
	Brokerage, fixed fee or commission
	Pro: Relatively simple given Phil Hoare’s expertise.  Relatively straightforward way for IAPB to offer Unique Value Add to the sector.  Not complex in principle but requires considerable attention to detail. Could be combined with IAPB consultancy as a separate business proposal.
Con: Resource constrained, hard to plan for level of demand. Over reliance on IAPB specialist resources – hence need for successor planning

	Direct Purchasing



	IAPB takes orders from users and places orders with suppliers
	Brokerage
	Relatively simple
Pro: Not complex but requires considerable attention to details
Con: High potential for risk and reputational harm.  Not sure if this is the best use of our specialist resources, no Unique Value Add nor does it support the IAPB strategy.    

	Procurement outsourced



	SL remains as it is but users can route orders directly through a third party. Fulfillment agency would be responsible for  sourcing, processing and fulfilling orders.
	Set up fee + commission
	Will require considerable effort to research and set up – contracts etc. Once in place should be straightforward  
Pro: Fulfilment agency should have all systems already in place.
Con: Finding agency willing to take on contract with so little data on use. May require significant financial  investment in the set up of a partnership and no guarantee of a return.

	End to end procurement

	SL allows full end to end procurement service
	Brokerage and advertising
	Major e-commerce project completely outside IAPB’s skills. Significant start-up costs.
Pro: Some expertise within the Coalition that could be drawn on.
Con: Very expensive and high maintenance. High risk. Despite Coalition’s initial aims little demonstrable appetite for the service




1.8 Additional observations.

IAPB as a knowledge portal
IAPB’s strategic objective to establish an on-line presence for “new collaborations and consortia between members and others, arising from IAPB spaces, which demonstrably add value to their work” supports the core purpose of the Standard List.  The Survey Monkey demonstrated that respondents would value country specific information.   A portal would help provide this as the content does not need to be driven from the UK but can be created and updated by users themselves on the topics that concern them most.   

Value of Phil Hoare
A major factor of IAPB’s strengths lie in the unrivalled networks, knowledge and experience Phil Hoare has acquired during his long history of procurement within the eye health sector.  This experience has enabled IAPB to develop the Standard List as it stands today, to have successfully negotiated contracts with 40 suppliers, to offer advice and guidance and for consultancy on complex procurement issues. Therefore we need to adopt formalised internal systems and procedures so that systems and processes are codified and relationships documented.  Consideration and plans should also be considered for successor planning.

The creation of a Procurement Expert Group to support Phil Hoare would be invaluable.  This would include members with experience in procurement, web technology, quality systems and best practice in the private sector.  If the SL is to be a success it is important that the members have seniority and influence in their field.

1.9  Situational Analysis  

The report included an assessment of the Standard List through the framework of a SWOT analysis, the major features were:

	Strengths
	Weaknesses

	SL has good reputation and recognition in sector.
Phil Hoare has near unrivalled experience in procurement
Discounts negotiated show benefit of scale.
IAPB membership gives wide geographical access to the market
Positive  enthusiasm and interest from members

	Lack of agreed vision
Lack of commitment from Coalition members to use the SL
Clunky, old fashioned website
Reliance on, and cost of, current website developers – alternative system needed
Lack of data
Lack of price transparency
Some suppliers unresponsive

	Opportunities
	Threats

	Technology is moving towards greater internet usage
Business modelling for the web has progressed in recent years
User feedback will promote quality and knowledge
User interaction will demonstrably resolve problems in the field
Will allow IAPB to work more proactively with suppliers
The Global Action Plan.
New website



	Sustainability of any business model is not yet proven
Potential reputational damage if the SL does not succeed
IAPB may not have capacity to deliver
Users or suppliers may be unwilling to engage
Competitor enters the market
Presence of corporate partners and sponsors may threaten impartiality.
Monetizing the service





2.  IAPB’s Response to the Consultancy Report
IAPB remains firmly committed to the overall goal of ‘better procurement for eye health”  as this is fully in line with both our own strategic objectives and with the WHO Global Action Plan.  This means we will continue to work to offer members and other eye care providers expert and relevant information on eye health products, equipment care and maintenance, information on latest technology and value for money. 

IAPB welcomes the Consultant’s report which we see as an essential step towards repositioning the Standard List to make the best use of our positioning in the eye health sector.  Our unique position is our role as a global alliance of ngo’s and other institutions in eye health together with our specific expertise in eye health procurement.  

We recognise that any development option chosen must be in line with and take forward our strategic mission to:

1. Add value to and maximise the impact of the individual and collective work of our Members, and:

· Promote knowledge and awareness of comprehensive eye health system development, particularly at country level.

3.       Development Options
IAPB propose that the optimum development options for the Standard List are  to promote deliver an improved knowledge and information resource through the   Procurement Community Model, which will encourage direct input from members and users in the field.  The aspiration will be to grow a website forum through crowd sourcing, supported and encouraged by the Procurement Expert Group. In parallel with this we will offer the Bespoke Procurement option – that is a specialist consultancy service for complex procurement problems which will enable us to maximise the benefit of Phil’s experience for the sector whilst providing an essential income stream to keep the project going.

IAPB rejects three of the options these are:
Direct Procurement, Procurement outsourced and End to End procurement.  Our rationale for this is fundamental. None of these options align with our strategic objectives. In addition all would require unrealistic levels of resourcing and have not been shown to meet a strong demand from either the Coalition or wider membership.



4.   IAPB’s Recommendation
The Standard List would become more specialist, we would include fewer products, with more detailed information, products would be implicitly recommended. We would include niche areas such as Essential Lists, sections on new innovations, user guides and country specific information. 

We will develop an active forum where staff engaged in procurement and users in the field will engage to share experiences and best practice.  We would also develop a Q & A section and ultimately seek to grow the site through a strong level of user engagement and crowd sourcing.  IAPB and the Procurement Expert Group will be central resources to drive the site, especially in its early stages, we recognise we would also require skills we currently lack in both e-communities and e-commerce.

We would seek to support the resourcing through bespoke consultancy services using Phil Hoare’s expertise for specific and complex procurement problems.

5. Resources required
i. We would need a Procurement Expert Group – ideally this would be a small group, of major INGO’s and specialists would support Phil Hoare and drive the content and interactivity of the Standard List.  

ii. We would also need specific expertise in e-commerce and e-community, areas where we currently lack capacity.  We would engage experts in these aspects to advise and guide us on the successful development of an interactive website, and financial sustainability.

iii. We would require a new website which is simpler, more user-friendly and informative.    And with a different primary purpose, functionality and ways for us to capture data






6.  Questions for the Coalition.
We propose a teleconference of Coalition members to consider this paper. We suggest the following agenda items:
1. Any feedback or questions on the report
2. Any feedback or questions on the review, 
3. Development Options
4. Procurement Expert Group
5. Financial sustainability
6. Content 
7. Future of the coalition 
8. AOB
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