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Summary:
Health facilities in Zambia send in monthly logistics reports to a centralized electronic logistics management
information system. The information collected on routine logistics data can provide insight into the performance of
the supply chain system (for example, do health facilities report monthly for regular re-supply of drugs and medical
supplies and are those commodities stocked according to plan). But the challenge is the data may not be used
regularly if it is cumbersome to manipulate or too difficult to access. A single stock availability / commodity report
can generate over 10,000 records a month so typically data questions get delegated to the M&E staff because there
is just too much data to consume; the ideal is that all technical staff would have the information easily and readily
available to answer questions about the supply chain performance (using the phenomenal amounts of data already
in the system).
The goal was to create an analytics tool which would allow project staff to use logistics data in a more informed way
by showcasing trends over time, creating alerts for data that is inaccurate, and building in filters to provide a way to
look at data and information in a more flexible way. A CLA approach would ensure the analytics tool would reflect
the needs of all project staff and provide insight into the performance of the logistics system in Zambia.

1. Which subcomponents of the Collaborating, Learning and Adapting Framework
are reflected most in your case (select up to 5 subcomponents)?

✔ Internal Collaboration

Openness

✔ External Collaboration

Relationships & Networks

✔ Technical Evidence Base

Continuous Learning &
Improvement

Theories of Change
Scenario Planning
M&E for Learning

✔ Pause & Reflect
Adaptive Management

Knowledge Management
Institutional Memory
Decision-Making
Mission Resources
CLA in Implementing
Mechanisms

2. What is the general context in which the case takes place? What organizational or
development challenge(s) prompted you to collaborate, learn, and/or adapt?
As a project, we were struggling to use the logistics data that was accumulating in the electronic logistics
management system which had been implemented in 2012 to capture reports from over 2,000 health facilities in
Zambia. While automating the reporting process and developing an electronic logistics system was necessary and
had many positive impacts including creating one central electronic repository for Zambia’s logistics data; the system
had not yet fully realized its potential as an analytics tool for critical reporting needs. Request after request would
arise asking for information or data which required time-consuming and painful data extraction and analysis. This
meant that users would typically have to download reports into another system to perform additional data calculations
and add filters to assist in analyzing the data. The standard reports available in the reporting system lacked the ability
to view information over time or would provide an aggregated number when it should be broken down or would
disaggregate data when users needed an aggregation. For example, a standard report would list which health
facilities submitted their logistics report in each month but the ability to show trends across time or indicate if all the
reports in their associated program areas had been submitted wasn't available so the system was limited in its
usefulness unless the data was manipulated. And this was causing frustration among both internal staff as well as
those requesting the information.
Coming up with a solution required a collaborative approach; the primary goal for the project was to develop an
analytics tool for project staff which was flexible and easy to use and allowed the project staff to make informed
decisions about the performance of the supply chain system in Zambia.

3. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?
As mentioned, the problem was not the amount or availability of data; we just needed to make the data meaningful
and useful across the project. People had attempted to find long-term solutions for using the logistics data for years.
One person would come in with a great idea and build a spreadsheet that would get discarded in a few months
because it was too cumbersome to update or it met the needs of a few people when we needed a tool that was
broader in its scope and reach.
The benefits of using a CLA approach for this project was to ensure there was consensus and commitment to
on-going use of an analytics tool to support learning using the logistics data across the entire project. We needed a
system that would allow the user enough flexibility to use the data based on their needs but wasn’t too cumbersome
or difficult to manage that it would get discarded. Each technical team member uses logistics data such as reporting
information and stock availability but defining how we wanted to collectively build a system that would complement
each team’s individual work as well as integrate what was important for managing the overall logistics system
performance required a considerable amount of collaboration.
Creating an analytics tool provided an opportunity to highlight how the project staff was learning from logistics data in
addition to simply making daily work easier; including reviewing reporting rates and stock availability at the health
facilities.

4. Tell us the story of how you used a collaborating, learning and/or adapting approach
to address the organizational or development challenge described in Question 2.
As shared, the project needed to find a way to utilize the massive amounts of logistics data being collected. Sifting
through the information proved inefficient and created inaccuracies in the data (this would happen when individuals
created multiple versions/copies of downloaded data). We needed to think critically about data needs and work as a
team to address the problem rather than working as individuals; finding a solution required a collaborative approach.
There was an initial plenary session to discuss options and understand how the data from the logistics system was
currently being used across the organization. During this meeting, we worked to form a project management team
and create a project charter and scope based on the initial output from the meeting. In these documents we
developed a vision for the project with identified resources, milestones, and most importantly how we would
measure success.
Regular meetings were held with technical teams to gather input about their interaction with the data system and
start to build use cases. These use cases were mapped and helped to build requirements including understanding
which analytics tool would meet the needs of the project. As we started to understand the needs of the users, basic
reports were created and shared with technical teams to gather feedback. There has been a need to continually
adapt and change reports based on the feedback received as users react to the reports that are shared.
Technical team members were asked to create use cases to help showcase how data should be displayed in an
analytics tool. These representations allowed for individuals to share how they want to see the data displayed and
would later be used as reference points for writing requirements. Defining specific use cases and building
requirements was a new process of learning how to think about data and this required collaborating to share ideas
about each team's individual work. This was a new process for the technical teams and required a bit of coaching
and learning but was an important part of the requirements building.
A collaborative approach has brought a depth to the process and allowed for continuous learning. For example, the
plenary session led to the formation of a project management team responsible for managing the analytics tool
planning. One of the observations made during collaborative sessions was the need to have a smaller team
responsible for organizing sessions, coordinating deadlines, etc., to ensure successful implementation. It was
important to have regular check-ins with the larger group to ensure we were on target with the overall vision and
showcase progress. Collaboration requires a bit of fine-tuning to balance too much involvement to avoid project
paralysis/slow decision making versus a lack of input from the necessary team members. By having the smaller
project management team continually re-engage with the technical teams to showcase progress and gather
feedback on the reports we could keep the project on track even when the process has been time-consuming. Slow
steps have been necessary to create what is believed to be a tool that will be sustainable and meet the needs of the
entire team.

5. Organizational Effectiveness: How has collaborating, learning and adapting affected
your team and/or organization? If it's too early to tell, what effects do you expect to see
in the future?
The process of building consensus to adopt the analytics tool is still in process. We have deliberately been slow to
implement the tool to ensure that all technical team members will utilize the tool and that it meets the requirements as
developed during the process. As reports were developed and refined, there has been an emphasis on a simple and
"less-is-more" approach to ensure the information is approachable. This was deliberate to ensure that individuals
weren't overwhelmed with too many reports. But we still need to ensure that we are getting the information we and
haven’t lost any functionality in the process of our refinement.
The challenge is that collaboration takes time and a project which requires input across a broad range of team
members will be challenging as competing projects emerge. Getting buy-in on the importance is key to successful
implementation.
There have also been new data requirements introduced as excitement about the project has grown. While it means
we have built interest in the project and the technical team members now want to utilize data (a success in and of
itself!), we have needed to manage the scope and expectations.

6. Development Results: How has using a CLA approach contributed to your development
outcomes? What evidence can you provide? If it's too early to tell, what effects do you
expect to see in the future?
The collaborative approach has led to a more engaged team that understands how the data is linked to their work.
While we are still in the final stages of implementation, we expect to have technical team members using the
analytics tool to make informed decisions and scrutinize the data; linking how their work contributes to the overall
performance of the supply chain in Zambia. The expectation is to begin having regular data review meetings using
the analytics tool to showcase challenges as well as successes and to continue to build on the reports that have
been developed.
In the initial project charter, we created indicators that could be measured to determine the project success. We will
monitor these indicators and continue to build out additional measures as we move forward. We want to ensure that
technical teams are regularly using the system and using reports to showcase their work.

7. What factors affected the success or shortcomings of your collaborating,
learning and adapting approach? What were the main enablers or obstacles?
The project has worked to promote USAID’s CLA practices and principles; having a basic understanding about the
benefits of collaborating across technical teams (both at Chemonics HQ and at the project office) has helped when
faced with a challenge. Having this foundational knowledge of CLA helped the team rally around using a CLA
approach rather than introducing the concept out of the blue.
One of the barriers encountered during our CLA implementation was getting the teams to understand the value of
data in our work. Or rather that if data was easier to access it could provide a gateway to offer better and stronger
information to inform the decisions we make about the performance of the logistics systems. It was sometimes
difficult to get non-analytical thinkers to understand how data can help with their work especially if their historical
experience with data and data management has been challenging. Or they saw the analytics platform as another
“layer” which seemed daunting. This required keeping reporting simple and accessible to ensure usability.
Additionally, there was a general struggle to try and initiate behavior change amongst certain staff who felt the
approach was redundant and time-consuming and continuous learning around data for decision making was not
necessary given their already vast knowledge of the supply chain in Zambia.

8. Based on your experience and lessons learned, what advice would you share with
colleagues about using a collaborating, learning and adapting approach?
If you decide to use a CLA approach you should know that it take times and deliberate effort. It's not easy! In our
experience, CLA is a continuous dialogue with individuals and team members; it's like being in a new relationship
where you are constantly asking for feedback. And don't be discouraged if the process takes an unexpected turn
as even a failed approach may prove relevant in the information or dialogue that is generated.
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