CHAPTER 3

3.1 BACKGROUND OF MTSE

Maritime and Transit Services Enterprise (MTSE) was established on April 13, 1968 as a legal commercial firm to provide clearing and forwarding services under the name Maritime and Transit Services Share Company.  

The company stayed in the business until September 1979. After this stage, it was reorganized as Maritime and Transit Services Corporation juncture under the Ministry of Transport and Communication as a sole service provider in the sector.

Later, MTSE was restructured in 1994 as a public company engaged in provision of port and port-related activities with two legal personalities: the first being licensed from the government of the Republic of Djibouti for the service in the port of Djibouti; the other being licensed from the government of Ethiopian Federal Democratic Republic under Proclamation No. 190/1994 as Maritime and Transit Services Enterprise following the implementation of free market economic policy in the country. 

The Enterprise has now increased its initial capital to 10 Million Birr, and is discharging its duties and responsibilities with the leadership of the Board of Directors together with a General Manager, four departments consisting of 11 divisions and four services (Annex I). Presently, the enterprise's organizational structure is under study by a foreign consultant. It is part of the reform program planned to increase its service quality and profit and facilitate good working conditions. It intends to revise the structure for better reward and incentives in order to retain its employees as well as attract qualified personnel in the market which in turn will enable it to achieve sustainable customer satisfaction.
It also renders standard services with its branch offices in Dire Dawa, Nazareth, Moyale, Mekelle and Djibouti as well as with its operational Offices located in Addis Ababa Kaliti Customs, Bole International Air Port, and Kombolcha (south Wollo), with the help of  its 323 employees.
MTSE is the only Ethiopian enterprise in the sector that has a full-fledged branch office at the port of Djibouti that enables it to undertake all operational and cargo handling activities in the "all-in-one" manner.  It's also the only enterprise with a license for all port and port-related operations such as stevedoring, shore handling, shipping agency, freight forwarding, bagging operations, air cargo agency services, etc. 

The distribution of services, departments, and divisions of MTSE are shown in the diagrams and charts on the following pages. 

Chart 2:  OPERATION DEPARTMENT (MTSE's Service Rendering Department)
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 Source:  Marketing Dept.
Table 3.1 List of Departments, Services, Divisions in MTSE

Head Office

	No.
	Department
	No. of Division
	Name of the Divisions
	Remarks

	1
	Operation Department
	3
	· Shipping Division

· Import Division

· Export Division
	

	2
	Finance Department
	2
	· General Accounts Division

· Cash Management
	each division has two sections

	3
	Market Research and Business Promotion Department
	2
	· Customer Service & Business promotion Division

· Market Research & Planning Division
	

	4
	Administration Department
	2
	· Personnel Division

· Technique & General Service Division
	

	5
	Audit & Inspection Department
	2
	· Inspection Division

· Audit Division
	

	6
	Legal Service
	
	
	

	7
	EDP & Information
	
	
	

	8
	Branch Coordination Service
	
	
	Under branch coordination service, one division is at Bole operation, the rest are in D/Dawa, Nazareth and Moyale branch offices.

	9
	Service Quality & Improvement Service
	
	
	Established after the reform program 

	10
	Blue Nile Express
	
	
	Provides ticket and tour services

	Total
	11 Divisions
	
	


N.B. The Enterprise will soon implement a new organizational structure, as the study (part of the reform program) is on its final stage.
3.2   Data Presentation and Analysis

This chapter is concerned with presenting the data that were collected through questionnaires, interviews, review of documents, observation, and the analysis and interpretation of these data. Forty questionnaires were prepared and distributed to MTSE customers. (Refer to the attached questionnaire in Annex II). Furthermore, ten questionnaires were prepared to facilitate interviews with department heads, frontline employees and other staff. (Refer to the attached questionnaire in Annex III) 

3.2.1 Questionnaire Analysis for Customers

The questionnaire was distributed to 40 MTSE customers. Out of the total distributed questionnaires, 35 were filled out and returned. From the total sample size, 25 questionnaires were distributed to importers as they are relatively large in number and the activity, historically, had faced more problems; out of which 23 responded. In regard to exporters, 12 out of the 15 questionnaires were completed. 

Table 3.2 Distributed and Returned Questionnaires by MTSE Customers 

	Questionnaire
	Respondents

	 
	No.
	%

	Returned
	35
	88

	Not Returned
	5
	12

	Total Distributed
	40
	100


Personal Profile/General Information
Table 3.3 Classification of respondents by sex, age, education and job status

	No.
	General information
	Respondents

	 
	 
	No.
	%

	I
	Sex
	 
	 

	1
	  Male
	28
	80

	2
	Female
	7
	20

	 
	Total
	35
	100

	II
	Age
	
	

	1
	18-25
	2
	6

	2
	26-35
	13
	37

	3
	36-45
	12
	34

	4
	46-55
	7
	20

	5
	56-65
	1
	3

	6
	Over 65
	
	

	 
	Total
	35
	100

	III
	Educational Status
	
	

	1
	Primary
	0
	0

	2
	Secondary
	3
	9

	3
	College
	13
	37

	3
	University (1st degree)
	19
	54

	4
	Others
	0
	0

	 
	Total
	35
	100

	IV
	Job Status
	
	

	1
	Civil servant
	16
	46

	2
	Business
	7
	20

	3
	Private sector/NGO
	12
	34

	4
	Self employed
	0
	0

	 
	Total
	35
	100


The above table shows that the sample population was selected to cover both genders,  a wide age range, different educational background, and customer business type. Out of the 35 respondents, 28 (80%) are male and 7 (20%) are female. It also shows the number of respondents by age group: 2 (6%) are between age 18-25, 13 (37%) are between 26-35, 12 (34%) are between 36-45, 7 (20%) are between 46-55, 1 (3%) is between 56-55 and no respondents over 65. Out of the 35 respondents 2 (6%) have a high school diploma only, 13 (37%) have a diploma from a two-year college, 19 (54%) have got a first degree, and 1 (3%) has a higher degree. Out of the 35 respondents, 16 (49 %) are civil servants, 7 (20%) are businesspersons and the rest i.e. 12 (34%) are employees in the private sector or NGOs. 

Following are presentation and interpretation of the levels of customers’ satisfaction. For each question, a table is presented to show the number and percentage of respondents for each choice. 

Table 3.4 Customers Opinion on Submitting of Clearing/Forwarding documents

	No.
	Alternatives
	Respondents

	
	
	No.
	%

	1
	a day ago 
	9
	26

	2
	two days ago
	11
	31

	3
	3 - 5 days
	1
	3

	4
	a week ago
	10
	29

	5
	more than two weeks
	4
	11

	6
	Total
	35
	100


As shown in the above table 26% of customers responded that they have submitted their documents for the process a day ago, 31% two days ago, 3% from 3-5 days, 29% a week ago, and 11% responded more than two weeks. It indicates that a significant number of customers had submitted their documents a week or two ago and were still waiting for the service - attention should be given to this matter.
Table 3.5 Percentage of Customers on the Duration of Operation
	No.
	Alternatives
	Respondents

	
	
	No.
	%

	1
	Less than five days
	0
	0

	2
	6-7 days
	6
	17

	3
	8-10 days
	9
	26

	4
	11-15 days
	15
	42

	5
	16-20 days
	1
	3

	6
	21-30 days 
	2
	6

	7
	30 & above
	2
	6

	 
	Total
	35
	100


Customers were asked how long the operation takes, on average, from operation initiation to cargo acquiring or receiving B/L for the transit service rendered.

It is indicated in the table 3.5 that out of 35 respondents 6 (17%) indicated that the operation took from 6-7 days, 9 (26%) 8-10 days, 15 (42%) 11-15 days, 1 (3%) 16-20 days, 2(6%) 21-30 days and 2(6%) 30 and above.  This shows the duration of operation is a lot higher than the accepted average time which is 8-10 days. The enterprise still needs improvement in order to satisfy more customers. Otherwise, the length of service time will discourage loyal customers, forcing them to switch to competitors. 
3.2.2 Percentage of Customers on the Means of communication

The means of communication is essential for acquiring relevant and timely information. In relation to this service customers were interviewed to forward their opinion. 
Table 3.6 Percentage of Customers on the Means of Communication

	No.
	Alternatives
	Respondents
	Respondents

	
	
	(by phone)
	(In person)

	 
	 
	No.
	%
	No.
	%

	1
	Very easy
	8
	23
	8
	23

	2
	Easy
	14
	40
	17
	48

	3
	Moderate
	12
	34
	8
	23

	4
	Difficult
	1
	3
	2
	6

	5
	Very difficult
	0
	0
	0
	0

	 
	Total
	35
	100
	35
	100


As shown in table 3.6, about 23% (in both follow up methods) of the sampled customers responded that the process is very easy, 40% and 48% easy, 34% and 29% moderate and 3% and 6% difficult, and 0% very difficult.  This implies that more than half of the respondents think that the follow up process is satisfactory.  

3.2.3 Customers’ Opinion about the Overall Service Quality

The service refers to import transit, export transit, invoice, distribution, and compliant handling. These service types have some similarity and level of inter-dependency. The satisfaction (or dissatisfaction) of the customers regarding these services are gauged and analyzed at both generic and detailed levels. 

Table 3.7 Percentage of sampled customers' opinion about over all Service Improvement

	No.
	Alternatives
	Respondents

	
	
	No.
	%

	1
	Highly improved
	6
	17

	2
	Moderate
	15
	43

	3
	Improved a little
	13
	37

	4
	Have not changes
	1
	3

	5
	Have deteriorated
	0
	0

	6
	Don't know
	0
	0

	 
	Total
	35
	100


From the sampled customers, 6 (17%) indicated that there is high improvement in the service, 15 (43%) indicated moderate improvement, 13 (37%) indicated a little improvement and 1 (3%) indicated that there is no change in the service. Though, the majority of the customers (60%) indicated a high or moderate satisfaction with the service, an alarming number (40%) of the customers either noticed little improvement or no improvement at all (although the number of customers who noticed no change makes up less than 10% of the not-so-satisfied customer pool).  It is to be concluded that there is still a need for improvement of the overall service to a high standard in order to satisfy more customers. The percentage is shown in more detail in the following Table 3. 8  

 3.2.4 Customers' Opinion on the Services 

The enterprise renders various services as indicated in the introduction above. To mention some: stevedoring, shore handling, forwarding, trucking and so on. But our main concern focuses on the services of import and export, which are the backbone of the foreign trade of the country.  

The following tables, compiled from the data gathered from the sampled customers, show whether customers (both importers and exporters) have been more satisfied after the implementation of the reform or not. 

3.2.4.1 Customers Opinion on Import Transit Service

Import service activities include sending notification to the customer of the arrival of a cargo at the Djibouti port that he/she ordered, providing information about the cargo, and opening Letter of Credit to begin the process of delivering the cargo to the customer.  After submitting the necessary documents for assessment and customs formality, different features of the service process will affect the level of customer satisfaction.  Out of these features, the following are analyzed based on the data gathered from the customers: 

· Transit time (service delivery) 

· Reliable and timely information follow up ( on the status of goods in transit) 

· Pricing (charges, payment, etc) 

· Bill of Lading issuance 

· Bill of Lading amendment 

· Invoice distribution 

· Declaration distribution 

· Timely response for any enquiry 

· Safety and security of cargo (cargo handling in storage and in transit) 

· Full package services (notification, collection of documents, delivery or goods of ware house as a whole door-to-door service 

· Physical evidence (office layout/location) 

· Employees appearance 

· Knowledge, and courtesy of the employees and their ability to serving customer 

· The care and individual attention given to customer 
In the following table customers' opinion about each of the above factors is indicated. 

Table 3.8 Customers Opinion on Import Transit Service

	
	Very
	Satisfied
	Neither satisfied
	Dissatisfied
	Very
	Total

	
	satisfied
	
	nor dissatisfied
	
	dissatisfied
	

	 Respondents
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	Transit time (service delivery)
	2
	9
	13
	57
	5
	22
	3
	13
	0
	0
	23
	100

	Reliable and timely information and follow up (on the status of goods in transit)
	2
	9
	14
	61
	3
	13
	4
	17
	0
	0
	23
	100

	Pricing (charges, payment terms, etc)
	1
	4
	13
	57
	4
	17
	5
	22
	0
	0
	23
	100

	Invoice distribution
	0
	0
	11
	48
	7
	30
	4
	17
	1
	4
	23
	100

	Declaration distribution
	2
	9
	9
	39
	5
	22
	5
	22
	2
	9
	23
	100

	Timely response for any enquiry
	3
	13
	13
	57
	3
	13
	4
	17
	0
	0
	23
	100

	Safety & security of cargo (cargo handling in storage & in transit)
	4
	17
	12
	52
	4
	17
	3
	13
	0
	0
	23
	100

	Full package service (notification, collection of documents, delivery or goods of W/H – as a whole door-to-door service
	3
	13
	11
	48
	6
	26
	3


	13
	0
	
	23
	100

	Physical evidence (office layout/location)
	7
	30
	14
	61
	0
	0
	2
	9
	0
	 
	23
	100

	Employees appearance
	4
	17
	13
	57
	4
	17
	2
	9
	0
	 
	23
	100

	Knowledge &courtesy of the employees & their ability to serving customer
	3
	13
	10
	43
	7
	30
	3
	13
	0
	 
	23
	100

	The care & individual attention given to you
	6
	26
	9
	39
	5
	22
	3
	13
	0
	 
	23
	100


Customers Opinion On Transit Time (Services Delivery Time)
Quality service is affected by the transit time or service delivery time. Because of stiff competition, all customers want to be served in the quickest manner possible. In the case of MTSE, this is a crucial factor. Unless the enterprise expedites the operation process and hands over the cargo to its customers with a short period of time, it might be difficult to continue business relation, as the customers will lose the price competitive advantage. Those who get their imported goods first might get price competitive advantage over other importers. This loss of profit will highly affect the customers' reaction. If this becomes a systemic problem, customers will take their business to other clearing agents who might (or promise to) facilitate them in a shorter period of time.

As we can see from Table 3.8 above, about 9% of the customers are very satisfied, 57% satisfied, 22% are indifferent, and 13% dissatisfied with the service provided. Though the majority of the customers (66%) are satisfied with the import transit service, a critical attention has to be given to the 13% that are dissatisfied.  The 22% who are neither satisfied nor dissatisfied can be viewed as a “risk” group since a single bad incident can swing their opinion to the negative side of the spectrum. The speed of service delivery needs to continue on its improvement path until a commanding majority of the customers are satisfied or very satisfied. 

Customers' Opinion On Reliable, Accurate And Timely Information        
As we are in the information age, timely, reliable and accurate information is a must. Customers want to be aware of the whereabouts of their goods (cargo) as it carries a huge amount of money, and in some cases their lifeline. So, after they open operation, they want to track the status and safety of the consignment. As a result, the agent (enterprise) has to provide information frequently by following the status of goods in transit. 

As shown from Table 3.8, very satisfied was 9%, 61% satisfied, 13% no option and 17% dissatisfied with regard to the reliable and timely information. Though the numbers of satisfied customers were in the majority, the number of dissatisfaction should be minimized or eliminated. So, it implies that the enterprise has to examine its failure and create a system where the flow of information from the enterprise to the customer is as efficient as possible.

Customers' opinion on Pricing 

Due to the high competition, firms are very sensitive to cost. By using their competitive advantage, firms should provide quality goods and services with a competitive price. The price charged by MTSE (which in turn affects the price the customer charges its clients)  consists of charges, payment, tariff, etc. 

From Table 3.8, we can see that 4% are very satisfied, 57% satisfied, 17% no option 22% dissatisfied and no sampled customer who is very dissatisfied with the pricing.  This infers that an average number of customers are satisfied with the price offered by the enterprise. However, a significant amount of customers still have complaints about the price relative to the price offered by competitors. So, the enterprise has to take corrective measures in revising its pricing scheme in order to retain its competitive advantage – if the price gap with competitors outweighs the other qualities offered by the enterprise, the customers might take their businesses somewhere else.

Customer Opinion on Invoice Distribution

Invoice is prepared after the customer has received his/her cargo. The customer initiates operation and deposits some amount of money based on the assessment for clearing and other expenses to be incurred. After cargo is received, invoice will be sent for balance settlement.  

The above table shows out of 23 respondents 11 (48%) are satisfied, 7 (30%) neither satisfied nor dissatisfied, 4(17%) dissatisfied, and 1(4%) very dissatisfied. 

This point of customer contact is one of the two stages that had a ‘very dissatisfied’ customer group – the other one being the declaration distribution stage discussed next. It is also important to note that there were no customers that indicated that they were ‘very satisfied’ with invoice distribution. 

This indicates that a great deal of improvement is required in order to increase the level of satisfaction of the existing customers. As indicated in the production of services, customers want to know their costs in order to margin their profit. So, all expenses related to the cargo should be received on time to fix a price – a very important factor for the customer.

Customers' opinion on Declaration Distribution
Declaration is a document purchased from Customs Authority to be filled by the agent (assessors) with the description and quantity of the goods, name of buyer/seller, calculated tax to be paid for customs duty, etc,. After the clearing process has been finalized (inspected and delivered to importer) one copy will be sent to the customer to serve as a certificate of ownership of the property.

It is shown in Table 3.8 that 9% are very satisfied, 39% satisfied, 22% no option, 22% dissatisfied and 9% very dissatisfied. This stage of the delivery process is one of the only two stages that has a ‘very dissatisfied’ customer group, the other one being the invoice distribution stage discussed above. This indicates that there is a high level of dissatisfaction and that immediate remedies have to be taken in order to fix this gap. 

Customer's opinion on Timely response for Enquiry
Customers might need information in regarding their cargo in between status updates. This enquiry should be given high attention and the response should be forwarded to the customer as quickly as possible.  It can be seen from the table that 13% are very satisfied, 57% satisfied, 13% no option, 17% dissatisfied. This shows that more than half of the customers (70%) were satisfied with the service, and about one-fifth of the customers were  dissatisfied. So, attention should be given to minimize the turn-around rate of the communication initiated by customers when enquiring about their cargo.

Customers' opinion on Safety and Security of cargo handling
The shipping and handling process has to be safe and secure at every step of the process chain. Customers are constantly worried about their investment until it arrives safe and sound at their warehouse. Cargo could be damaged or spoiled at any point between the loading port and the final destination.

From the above table we can see that 17% are very satisfied, 52% satisfied, 17% no option, 13% dissatisfied.  We can see that about 70% of the time the cargo arrives at its final destination without a major problem.  Assuming that half of the ‘no option’ group had some cargo problems, in addition to the 13% who were dissatisfied,  we can infer that 20% of the time there is a safety or security problem with a cargo. When a customer uses MTSE’s services to import goods, there should not be a one in a five chance that their cargo will experience some type of problem (damage, theft, etc.). In order to lower this percentage, great care should be taken to deliver customers’ property in good order to the capacity and limit of the enterprises’ employees (e.g. increased supervision when cargo is loaded to trucks, etc.).

Full package service 

Current studies show that facility services are being switched to field services i.e. service providers are delivering to the customer’s site directly instead of the customer coming to the office of the service providers. As a result, MTSE has planned to render such door-to-door service (from notification to cargo delivery) - to provide a new experience to the customer.  

The table shows that 13% are very satisfied with such service, 48% satisfied, 26% no option and 13% dissatisfied. Since this is a brand new service, it is not as commonly used by the customers. Thus, the enterprise has to enhance the external marketing efforts in order to advertise the facilities provided and increase the awareness among customers of the added value this service brings to them.
Physical Evidence (Office lay out and location)

Physical evidence is one of the main parts of the service mix indicated in the literature review in Chapter 2. Unlike traditional goods, services are produced and consumed simultaneously at a given location, usually at the site of the service provider.  As a result, the physical evidence (office lay out, accessibility, ambience) all play an important role in shaping the customer’s perception of the quality of the service rendered. 

The previous setup at MTSE was not suitable for customers, as they had to be served in two or three floors which can be time consuming and inconvenient. The primary phase of the reform program tries to solve this problem by rearranging the office layout in a way that it increases efficiency and effectiveness.

As shown in Table 3.8, a commanding percentage of customers, 91%, are either very satisfied or satisfied while only 9% were dissatisfied. This shows that the physical evidence of the enterprise is meeting the expectation of the customers. However, it is still worthwhile investigating why the 9% of the customers are dissatisfied. 

Customers Opinion on Employees appearance

A professional look or appearance creates a comfortable atmosphere for the customer. Employees should be dressed in a neat and clean fashion when interacting with customers. Despite the popular saying, people sometimes do ‘judge a book by its cover’ so it is important for the employees to avoid any discomfort this might cause the customer. 

From the above table 17% are very satisfied, 57% satisfied, 17% no option and 9% dissatisfied. Though the majority of customers are satisfied with the employees' appearance, there are also some customers who are not satisfied. So, the enterprise should design a method for sales personnel to be easily identified by the customers (e.g. clear name tags, uniforms, etc.)

Customers' opinion on Knowledge, Courtesy and Ability of Employees

The Knowledge, ability, and courtesy of the front desk employees of the enterprise play a vital role in service quality and customer satisfaction. They are usually the first point of contact with the customer and hence the first ones with a chance to make a good impression on the customer. 

It is indicated in Table 3.8 that 13% of the respondents are very satisfied, 43% satisfied, 30% no option 13% and dissatisfied. A little above half of the customers were satisfied while a considerable number of customers were indifferent to the service. We conclude that the enterprise should provide training for the front desk employees in order to provide prompt service.  This should be a relatively easy component to implement and improve upon (say, compared to improving  the safety and security of cargo that requires a lot more resources). 

Customers Opinion on the Care and Individual Attention of the Employees
Unlike traditional goods, the human factor (interaction) plays a major role in determining the quality of ‘products’ rendered by the service provider. It is very important that the customer feels special and notices the individual attention and customization that is being put into the service.

It can be seen from the table that out of 23 respondents, about 6 (26%) are very satisfied, 9 (39%) satisfied, 5 (22%) no option and 3 (13%) dissatisfied. Even though moderate satisfaction of customer care is observed, there still remains considerable unsatisfied percentage of customers in this regard. We believe that this percentage can be drastically reduced by providing training sessions to those employees that come into regular contact with customers.

Comparison among the Different Service Types and Features

Since the different components (features) are inter-related to some extent, it is very important to find out which contact point with the customer needs the most improvement.  If the majority of the contact points were satisfactory to the client with the exception of one, it will be fair to assume that the customer will have an unpleasant overall experience, especially if the stage the customer is not pleased with causes a delay in the delivery of the goods to the customer or disrupts the next step of the workflow of the customer, such as figuring out the redistribution price of the goods, etc.
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Fig. 3.1: The percentage of dissatisfied customers for each component of a  business transaction - sorted in descending order. * Invoice distribution and Declaration distribution were the only two phases that also had a “very dissatisfied” customer response (4% and 9%, respectively).
We can see from Fig. 3.1 that a majority of the service types (or features) have a dissatisfied rate of 10% and above. A realistic and worthwhile task for management would be to bring down these numbers under ten percent.

It is also important to highlight which service type (or feature) is performing well in order to make sure that it sustains the high level of performance. Fig. 3.2 shows the combined percentages of very satisfied and satisfied customers. 
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Fig. 3.2: The percentage of sum of very satisfied customers and satisfied customers for each component of a business transaction - sorted in descending order. 
As we can see from Fig. 3.2, the customers are very comfortable with the physical evidence of MTSE. The service types and features with satisfaction rate of under 50% should be a concern to management. 

It is possible that a certain service type or feature can have a high satisfaction as well as a relatively high dissatisfaction rate (this happens if customers either strongly agree or disagree with no room for middle ground). To discount for this effect, we are presenting the ratio of dissatisfaction to satisfaction defined as:

ratio = (Very dissatisfied + Dissatisfied) / (Very Satisfied + Satisfied)

This calculation ignores the ‘indifferent’ customer responses. If there were neither satisfied nor dissatisfied, then we will not get a  useful piece of information from this group. However, one can argue that the higher the percentage of these indifferent customers, the more negative connotation it has because we want the customers to be as excited and satisfied as possible. We also think of this group as a “risk” group since a single incident might be enough to swing them to the ‘dissatisfied’ group.
Table 3.9: Ratio of dissatisfied users to satisfied users, in descending order, of all the different service types and features. 
	
	Total Dissatisfied
	Total Satisfied
	Total Dissatisfied over

Total Satisfied
	Total Indifferent

	Declaration Distr.
	22
	48
	45.83%
	22%

	Invoice Distr.
	21
	48
	43.75%
	30%

	Responsiveness
	26
	70
	37.14%
	13%

	Pricing
	22
	61
	36.07%
	17%

	Status Update
	17
	70
	24.29%
	13%

	Knowledge, & Courtesy
	13
	56
	23.21%
	30%

	Full Package service
	13
	61
	21.31%
	26%

	Individual Attention
	13
	65
	20.00%
	22%

	Transit Time
	13
	66
	19.70%
	22%

	Safety & Security
	13
	69
	18.84%
	17%

	Employee appearance
	9
	74
	12.16%
	17%

	Physical evidence
	9
	91
	9.89%
	0%


Table 3.9 clearly shows that several of the service types require more work and improvement. The management should attempt to obtain a realistic goal of  20% dissatisfaction-to-satisfaction ratio and work to decrease this even further. The level of satisfaction generated by the physical evidence of MTSE is commendable while the poor performance of declaration distribution and invoice distribution need immediate attention. 

Some Possible Sources of Dissatisfaction in the Import Transit service

A number of factors could have caused significant dissatisfaction on customers. Some important causes for such dissatisfaction have been identified from the respondents. These include:

1. Information gap between Customs Office and MTSE and between MTSE head office and its Djibouti branch office.

2. Delay in distributing declaration is an obstacle to open L/C in order to get foreign exchange permit on time.

3. Unable to facilitate timely issuance of invoice.

4. Lack of relevant information about the cargo.

5. Poor follow up and lack of responsibility

6. Delay to receive notification from Djibouti branch leads to container detention and demurrage extra expense.

7. dissatisfaction with handling of the container interchange

8. Transit time unpredictable long. 

9. Giving priority to private importers

10. Improve and make better relationship with Customs office.

11. Delay of invoice distribution

12. Packages of cost are not transparent. 

13. No bases of compliant presentation to the organization

Customers opinion on Export Transit Service

The export service begins when receiving shipping instructions from the exporter about the goods to be sent to Djibouti port. Upon arrival of a carrier, the cargo is shipped to its final destination. The instruction details (Quantity, receiver's name, shipper, name of ship, etc.) will be faxed or emailed to Djibouti office to make the necessary formality to load the shipment on vessel with strict supervision and follow-up.  After shipment, the branch office informs the head office by several means of communication that the cargo has been loaded in order to issue original Bill of Lading (B/L) to the shipper. The shipper takes the B/L to the bank where he opens L/C in order to receive his full amount of money of the shipment. Table 3.10 below shows the different level of satisfaction of the sampled customers on each aspect of the export transit service.

Table 3.10 Customer Opinion on Export Transit Service

	 
	
	Very 
	Satisfied
	Neither satisfied
	Dissatisfied
	Very
	Total

	 
	
	satisfied
	 
	nor dissatisfied
	 
	dissatisfied
	 

	 
	 Respondents
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	1
	Transit time (service delivery) 
	0
	0
	10
	83
	1
	8
	1
	8
	0
	0
	12
	100 

	2
	Reliable and timely information and follow up (on the status of goods)
	0
	0
	10
	83
	2
	17
	0
	0
	0
	0
	12
	 100

	3
	Pricing (charges, payment terms, etc)
	1
	 8
	9
	75
	1
	8
	1
	8
	0
	0
	12
	 100

	4
	B/L issuance
	1
	 8
	8
	67
	1
	8
	2
	17
	0
	0
	12
	 100

	5
	B/L amendment
	1
	 8
	6
	50
	3
	25
	0
	0
	2
	17
	12
	 100

	6
	Invoice distribution
	2
	 17
	7
	58
	2
	17
	1
	8
	0
	0
	12
	 100

	7
	Declaration distribution
	2
	 17
	5
	42
	3
	25
	2
	17
	0
	0
	12
	 100

	8
	Timely response for any enquiry
	1
	 8
	9
	75
	2
	17
	0
	0
	0
	0
	12
	 100

	9
	Safety & security of cargo (cargo handling in storage & in transit)
	3
	25
	6
	50
	3
	25
	0
	0
	0
	0
	12
	 100

	10
	Full package service (notification, collection of documents, delivery or goods of W/H as a whole door-to-door service
	3
	25
	7
	58
	2
	17
	0
	0
	0
	0
	12
	 100

	11
	Physical evidence (office layout/location)
	4
	33 
	8
	67
	0
	0
	0
	0
	0
	0
	12
	 100

	12
	Employees appearance
	2
	 16
	9
	75
	0
	0
	1
	8
	0
	0
	12
	 100

	13
	knowledge &courtesy of the employees& their ability to serving customer
	3
	 25
	7
	58
	1
	8
	1
	8
	0
	0
	12
	 100

	14
	The care & individual attention given to customer
	5
	42 
	7
	58
	0
	0
	0
	0
	0
	0
	12
	 100


The definition and importance of the different service types and features (with the exception of B/L issuance and B/L amendment) were thoroughly discussed in the “Import Transit Service” section above so it will not be necessary to give a paragraph-by-paragraph breakdown of the results. Instead, we will present a detailed look of the B/L issuance and B/L amendment service types only, followed by a detailed comparison of the customer satisfaction level of importers and exporters. 
Customer Opinion on Issuance of Bill of Lading
This document is as essential as money. Upon the endorsement of the original B/Lading, exporters collect their money from the National Bank, as thus document is used as a certificate of shipment. The shipper needs its value immediately.

As revealed in the above table 8% of the customers are very satisfied, 67% satisfied, 8% no option and 17% dissatisfied. Even though high percentage of satisfaction is seen, still there remains considerable percentage of dissatisfied customer in this regard.

Customer Opinion on Bill of Lading Amendment

Due to various reasons, some errors might be detected after the original Bill of Lading is issued and submitted to the shippers.  For obvious reasons, it is highly critical for these errors to be corrected as soon as possible.
The table shows 8% of the respondent are very satisfied, 50% satisfied, 25% no option and 17% very dissatisfied. This implies that moderate numbers of customers are satisfied. However, there are also some customers who are very dissatisfied.

Comparing Import Services with Export Services

As we can see from Fig. 3.3, the export services results in a much smaller dissatisfaction rate across the board i.e. throughout all the service types and features.
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Fig. 3.3 Comparison of dissatisfaction percentage in Import versus Export. The missing values for Export Dissatisfaction in the chart are actually 0% values.
It is quite possible that for some service types (features), both importers and exporters might be served by the same employee or department and still have this customer satisfaction gap. This discrepancy can be attributed to the heterogeneous nature of services (i.e. no two services are identical).

Since being less dissatisfied does not necessarily guarantee being very satisfied (due to the presence of the ‘indifferent’ group), it is important to show the satisfaction level of import services and export services next to each other.
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Fig. 3.4 Comparison of satisfaction percentage in Import versus Export. 

As we can see from Fig. 3.4, export service customers are more satisfied in all of the service categories and features. It is also important to note that all of the service types for export services had more than 50% satisfaction rate. 

This should be encouraging news to management since the import services can be modeled after the export services in order to improve the overall customer satisfaction.  

 Some Sources of Dissatisfaction in Export Transit Service

1. Delay on declaration

2. Late issuance and delay on amendment of Bill of Lading
3. Port handling and other charges are expensive

4. Needs upgrade communication, networking, and information on vessel schedule, status of cargo and availability of containers at Djibouti and service delivery/transit time.

3.2.4.3 Frequency of Failure/Problem Occurring

Problems occurring frequency was also considered in this research and the data gathered from sampled customer is given in the following table (3.11).
Table 3.11 Frequency of Failure/Problem Occurring
	No.
	Alternatives given
	Respondents'

	
	
	(by phone)

	 
	 
	No.
	%

	1
	Never happened
	5
	14

	2
	Once in a week
	1
	3

	3
	Once in two weeks
	3
	8

	4
	Once a month
	10
	29

	5
	In a year
	7
	20

	6
	Other (sometimes)
	9
	26

	 
	Total
	35
	100


Table 3.11 reveals out of 35 respondents 5 (14%) responded that problem never happened, 1(3%) said problem occurs once in a week, 3 (8%) responded problem occur once in two weeks, (10) 29% said once a month, 7(20%) in a year and 9 (26%) responded under others (sometime, quarterly, etc.) that problems occurred. It implies that the highest percentage problem occurs once a month which required to be being proactive rather than reactive. 

Table 3.12 Difficulty of Problem/Fault Notifying Process

	No.
	Alternatives given
	Respondents' 
	Respondents' 

	 
	 
	(By phone)
	(In person)

	 
	 
	No.
	%
	No.
	%

	1
	Very easy
	11
	31
	9
	26

	2
	Easy
	15
	43
	13
	37

	3
	Moderate
	7
	23
	10
	29

	4
	Difficult
	2
	6
	3
	9

	5
	Very difficult
	0
	0
	0
	0

	 
	total
	35
	103
	35
	 


Table 3.12 the problem/fault information process by phone or in person, shows about 31% and 26% of the sampled customers responded that the process is very easy, 43% and 37% easy, 23% and 29% moderate  6% and  9% responded it is difficult.  Despite the fact that almost half of the respondents show the process is easy there is also significant percentage of respondents who said moderate and difficult to inform the problem by phone or in person.

3.2.4.4 Duration to Take Correction Action/measures

The service delivery time is very decisive in such a competitive environment.  In regard with speed of problems handling the data gathered is given in the following table.

Table 3.13 Duration to Take Correction Action/measures

	No.
	Alternatives given
	Respondents'

	 
	
	No.
	%

	1
	Within a day
	4
	11

	2
	Two days
	9
	26

	3
	Three days
	7
	20

	4
	In a week
	4
	11

	5
	More than a week
	8
	23

	6
	Never taken appropriate measures
	3
	9

	 
	total
	35
	100


It is indicated in the table out of 35 respondents 4 (11%) of the respondent get solution within a day, 9 (26%) two days, 7(20%) three days, 4(11%) in a week, 8(23%) more than a week and 3(9%) responded never taken appropriate measures. This implies that significant numbers of customers are not getting corrective actions within a short period of time, which leads to dissatisfaction of the service.

3.2.4.5 Customers Opinion on Invoice Distribution Service
In both cases, invoice is prepared after the operation has been finalized, the cargo is received by the importer, and the B/L is received by the exporter. All expenses incurred during the operation locally as well as in Djibouti will be calculated and forwarded to the customer for settlement of bills.  This can also assist the customer in the calculation of the marginal value of the goods to sell, if applicable. The different stages of this process will affect the level of the customer satisfaction. Especially, due to the inter-dependency of the different stages, it is crucial that all the components work in synchronized. 

As indicated earlier in the same chapter customers want to get their bills in order to fix the price.   Sampled customers are asked to indicate their level of satisfaction in regard to invoice distribution. 

Table 14 Customer Opinion on Invoice Distribution
	No.
	Alternatives given
	Respondents' 

	 
	 
	No.
	%

	1
	Within a day
	0
	0

	2
	Within a week
	8
	23

	3
	Within two weeks
	10
	29

	4
	More than two weeks
	15
	42

	5
	more than a month
	2
	6

	 
	total
	35
	100


It is indicated in table 3.14 above, out of 35 respondents 8 (23%) invoice received within a week, 10 (29%) within two weeks, 15 (42%) more than two weeks and 2 (6%) of them responded that the distribution took place more than a month. It is inferred that high percentage of customers' response lies between two weeks and more. It shows poor service is observed and needs high improvement in order to satisfy loyal customers.  

3.2.4.6Customers' Satisfaction Level on Invoice Collection before and after a Year

We compare the Levels of satisfaction on invoice collection currently (present days) with the old (before a year) as indicated in the table below. 

3.15 Customers' Satisfaction Level on Invoice Collection Before and after a year
	Respondents
	Very 
	Satisfied
	Neither satisfied
	Dissatisfied
	Very
	Total

	 
	satisfied
	 
	nor dissatisfied
	 
	dissatisfied
	 

	 
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	Before a year
	0
	0
	13
	37
	8
	23
	12
	34
	2
	6
	35
	100

	Present days
	10
	29
	19
	54
	4
	11
	2
	6
	0
	0
	35
	100


Table 3.15 reveals that no customers are very satisfied before a year and 29% are very satisfied at present days, 37% and 54% satisfied, 23% and 11% no option, 34% and 6% dissatisfied, 6% very dissatisfied before a year. This shows that a large number of customers are satisfied (83%).  From this it can be inferred that the change has great contribution for the improvement compared to earlier years. 

3.2.4.7 Level of Satisfaction on Invoice Process and Distribution

Sampled customers are also asked to indicate their satisfaction level with different aspects over all invoice process service given by the enterprise. Table 3.16 below shows the percentage of customers on each aspect. 

Table 3.16 Level of Satisfaction on Invoice Process and Distribution
	Respondents
	Very
	Satisfied
	Neither satisfied
	Dissatisfied
	Very
	Total

	 
	satisfied
	
	nor dissatisfied
	
	dissatisfied
	

	 
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%
	No.
	%

	The time duration to prepare and distribute
	2
	6
	17
	49
	8
	23
	8
	23
	0
	0
	35
	100

	Accuracy of the value of the invoice
	5
	14
	21
	60
	4
	11
	5
	14
	0
	0
	35
	100

	Balance settlement of accounts
	7
	20
	22
	63
	5
	14
	1
	3
	0
	
	35
	100

	The level of automation used
	6
	17
	29
	83
	0
	0
	0
	0
	0
	0
	35
	100

	Employees appearance
	7
	20
	19
	54
	9
	26
	0
	0
	0
	0
	35
	100

	Willingness of the staffs
	11
	31
	24
	69
	0
	0
	0
	0
	0
	0
	35
	100

	knowledge &courtesy of the employees& their ability to serving customer
	10
	29
	24
	68
	1
	3
	0
	0
	0
	0
	35
	100

	The care & individual attention given to customers
	11
	31
	23
	66
	1
	3
	0
	0
	0
	0
	35
	100


Customers Opinion on the Time Duration to Prepare and Distribute Invoice

The time duration should be with in a short period. As we can see it from the above table about 6% respondents are very satisfied, 49% satisfied, 23% no option and 23% dissatisfied. It implies that more than half customers are not indifferent and dissatisfied which requires high improvement. 
Customers Opinion on Accuracy of the value of the Invoice

Table 3.16 reveals 14% very satisfied, 60% satisfied, 11% no option and 14% dissatisfied. We can see that significance numbers of customers are dissatisfied which needs improvement.

Customers Opinion on Balance Settlement of Accounts

The invoice amount should be reliable to the customer.  As we can see it from the table above 20% of the respondents are very satisfied, 63% satisfied, 14% no option and 3% dissatisfied. It can be inferred that more customers are satisfied with the balance settlement of accounts.

Customers Opinion on the Level of Automation Used

Computer application appears to have a significant contribution to enable the highest rate of customers' positive attitudes.  Due to rapid technology, the service system application of computerized system is believed to highly enhance the quality and level of services provided in the enterprise. Presently the operation department of the enterprise has been centrally computerized to render its service in efficient and effective manner. 

As shown from table above 17% of the respondents are very satisfied, 83% satisfied, no indifferent and dissatisfied. This indicates the majority of customers are highly satisfied by this factor.

Customers Opinion on Employees Appearance

Responses of the customers indicated that 20% very satisfied, 54% satisfied and 26% no option. From the table one can conclude that employees' appearance in invoice preparation being provided is good.

Customers Opinion on Willingness of the Staffs

Employees' willingness to serve the customer is important factor in service quality.  As show on the table above, 31% of the respondents are very satisfied, and 69% satisfied. There is no indifferent respondent and dissatisfied. This implies that there is full satisfaction of willingness of the staff to assist their customers. 

Customers Opinion, Ability and Courtesy to Serve Customers

Factors like knowledge, ability and courtesy of the employee are also important in analyzing customer satisfaction.  

As shown in the above table, 29% of the respondents are very satisfied, 68% satisfied and 3% no option. From the data we can infer that a high percentage (that is 97%) of the respondents are satisfied with these factors of invoice preparation and distribution.

Customers Opinion on the Care and Individual Attention to Customers

It can be seen from the table that 31% are very satisfied, 66% satisfied and 3% no option.  It implies that there is high percentage of satisfaction.

3.3 Employees Opinion about over all Service of MTSE

3.3.1 The Old Customer Services System and Its Limitations

Based on the documents of the enterprise and interview made with the officials, the services provided by MTSE were generally deficient, inadequate, not responsive enough to its environment, and lacks systematic approach to management.

In general MTSE front desk employees are judged based on their ability to deliver quality services quickly, efficiently and reliably to customers. MTSE with the old system was not able to provide the expected or required service to its customers. The document shows the service which were being provided were extremely poor. There were customer complaints on:

· Service delivery (transit time) was time taking and long stay for ships in port.

· Lack of customer-focused customer satisfaction 
· Lack of providing relevant information

· Lack of knowledge on competitive market environment

· Too much delay in invoice and customs declaration distribution

In addition customer needs and expectations were not properly communicated and customer satisfaction measures were not properly done (standards were not set).

 Effective decisions are based on the analysis of data and information. This in turn requires data and information are sufficiently accurate, reliable, and are available to those who need it at the right time. Before the implementation of the reform MTSE's customer service does not have a modern information system to support its functions. Information and data were not organized properly, were delivered very late, and were often incomplete.

The old customer service system was using manual processes and information system that appear disjointed and produce outputs below standard.

The above stated and other limitations have resulted in the large number of unsatisfied and frustrated customers, and lose of revenue and most of all negative images on MTSE.

3.3.2 Major Improvement in Customer Service of MTSE

The reform document indicates that one of the overall goals of the change is to achieve sustainable customer satisfaction. Based on its objectives and limitation of the old system, the enterprise improved its customer services.

Improvements in the Customer Service

In line with the on going corporate wide reform and as part of the nation wide Service Delivery Improvement Program, a component of the Civil Service Reform Program, Maritime and Transit Service Enterprise has embarked on a business re-engineering program (BPR).  One of the main components of the program is the re-engineering of the Customer Service Activities that ensure service delivery improvement at a corporate level.  The sub-program aimed at abounding the existing red type, unnecessary and obsolete procedures.  The objective was to rationalize the old work process and introduction of more efficient procedures which has eliminated redundant activities, changing the entire business around customer services and set up a process that run smoothly and efficiently.  

According to the reform document of the enterprise and interviews made with officials, MTSE is following as how to improve the service delivery.   The first, which is implemented starting from September 2004, is the quick-wins that rationalized old procedures, polices and activities for efficient and effective service delivery.  

The reform has contributed improvement in customer service, which emerged from the rationalization of the old system, includes changes on the following service areas:

· Timely formalities are finalized for immediate release of their consignments (cost/tariff reduction, forward relevant information of their cargo on time)

· The serious problem of getting customs clearance which was time consuming is now using ASYCUDA++ program for customs assessment shortens from5-7 days to 8 hours and less than 2 days, networked with Customs Office.
· Shorter transit time (from a month to 10-15 days) and shipping service time make work processes clear as per the standard and office lay out is suitable for customer handling.

· Changing the attitude of employees through training activities level workers become sensitive and active in expediting of cargo delivery.

· Establishing Quality Improvement Service to control quality of the service provided. It is part of the reform program established  to increase service quality.
· Purchase of new port machineries and equipment for efficient discharging/loading cargo

Improvement in Relation to Sales

According to interviews with officials (particularly in Finance and Marketing department) and front line employees of the enterprise has made changes in its customer service starting from September 2004.

The following changes are observed in sales area 

· Discharging rates increased its capacity  - increase efficiency 
· The enterprise's sales volume is increasing by attracting the already existing customers and bringing in the system new clients.

· Revenue is increasing by reducing unnecessary cost; one part of the reform program is cost control.
· As the enterprise is providing better service than before it is getting back its lost customers which results additional sale and revenue.

Improvements in Relation Preparation and Distribution of Invoices to Customers

The findings of the interview made with operation department staff members in various level of positions (division/section heads) and the change documents referred are given below. 

Changes of invoice activities include:

· In the previous days invoices were being expected from port for final issuance at head office which took months while nowadays finalize it at head office and distribute to customers within a week after customer settled payments of handling charges.  Generally, export has shown moderate improvement but import still required more.
Improvements in Relation Internal Customers (Employees) Satisfaction

According to the interviews made with the enterprise's officials and front desk employees the following changes are observed in relation to:

Working Condition 

· Good working environment and office layout is created 

· Standards set to complete and pass it the next step.

· Communication facilities are improved like intent facility fax, etc.
· Working in the pool has satisfied customers since it facilitates import, export and shipping under one roof. This enhances efficiency.

· Employees have are initiated for hard working

· The enterprise is providing transport services and other things will continue after the organizational structure. 

Improvement In Relation to Transparency (Promotion, transfer, Placement and related Issues)

As the organizational structure of the enterprise is under study (almost 90%) is completed, improvements in this area implementation phase are not significant However. evaluation is made every 15 days based on employee who finally enables to reward or other wise. 

Improvement in Relation to Participation and Involvement in setting Policies and Procedures

The current system does not allow employees to participate (involve in policy and procedure setting. At present the enterprise is on the way to be certified by ISO 9001-2000, after this quality policy and procedures will be settled. 

Improvement in Relation to Incentive Schemes (Salary, reward, motivation, others)

Though it is under study, there are some benefits currently given such as education, bonus and annual salary increment depending on the decisions made by the board of directors.

Improvement in Relation to Training and Development

According to interview with officials of the Human Resource Management, need based training is given to front desk employees' and the majority of them have participated training programs pertaining to Service Reform program, customer Satisfaction and Basic to computerized system. 

Improvement in relation to career development

According to employees in the operation department, they are expecting good career development for competent employees after the organizational structure which will be implemented recent.  

3.3.3 MTSE Performance and its Profitability

As per the current organizational structure, the Planning division which is under the Market and Business Promotion Department is responsible for preparing strategic planning of at a corporate level. As a result, performance evaluation is monthly, quarterly and yearly prepared for the Board of Directors and CEO. It has been tried to present data from 1993 – 1998 E.F.Y. enterprise's revenue and expenditure, which indicates the Enterprise revenue, expenditure and profit and market share trend analysis for the year 1993 1998.
Table 3.17 Operational revenue, expenditure and gross profit 1993 – 1997 E.F.Y

	Year
	Revenue
	Growth
	Expenditure
	Growth
	Gross

	E.F.Y.
	
	%
	
	%
	Profit

	1993
	54,540,000
	-13
	44,943,000
	11
	9,597,000

	1994
	60,288,000
	10
	43,898,000
	-1
	16,390,000

	1995
	56,569,000
	-7
	45,486,000
	3
	11,083,000

	1996
	60,393,000
	6
	46,826,000
	2
	13,567,000

	1997
	62,630,000
	3
	48,200,000
	2
	14,430,000


Source: Corporate Finance Department 
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As has been seen from the graph, there is a moderate profit growth during the past 5 years. From the above graph one can deduce that there is an increase from 1993 to 1994 and at a small increment increasing the last three years. It is because that significant amount of revenue generated from Djibouti branch from the services stevedoring and shore handling that is lion share of the enterprise's income obtained in foreign currency. It is also depends on the availability and high volume of cargo to be discharged or loaded (fertilizer, aid cargo, etc). The enterprise has to efficiently and effectively at Djibouti port in order to increase its increase its revenue. 

Table 3.18  Import, Export and Stevedoring Market Share

1993 – 1997 E.F.Y.

	Service Type
	1993
	1994
	1995
	1996
	1997

	IMOPORT
	 
	 
	 
	 
	 

	General Cargo
	26
	23
	18
	17
	22

	Aid Cargo
	9
	4
	11
	0
	0

	Fertilizer
	89
	100
	83
	73
	72

	Total
	25
	18
	17
	20
	33

	STEVEDORING
	
	
	
	
	

	General Cargo
	
	
	
	20
	25

	Fertilizer
	
	
	
	13
	42

	Total 
	16
	18
	17
	19
	28

	EXPORT
	 
	 
	 
	 
	 

	Coffee
	0
	0
	0
	72
	54

	Hides & Skins
	0
	0
	0
	65
	99

	Cereals & others
	0
	0
	0
	30
	31

	Sugar
	0
	0
	0
	0
	83

	TOTAL
	48
	53
	44
	46
	41


In the competitive industry attaining a significant percentage of a market share is a matter of survival for any organization as profitable. The above table reveals that MTSE's market share for the last five years shows import 25%, 18% 17% 20% and 33%. Although there is an increasing trend within three years, the firm should work hard in order to increase its share. 
Stevedoring is the activity of discharging and loading cargo to a ship/from a ship in the port of Djibouti. The trend shows increasing, 16%, 18%, 17% 19% and 28%, as far as export transit market share its performance is relatively better than the other services within the two years. It implies the management has to work further to increase its market share to higher level.
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