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Summary:

The USAID Global Health Supply Chain Program-Procurement and Supply project in Nigeria delivers lifesaving
health commodities to the last mile. The project operates six warehouses, coordinates activities and engages third
party logistics contractors for both warehousing and distribution value chain. During a nationwide peaceful protest in
Nigeria in October 2020, hoodlums, under the guise of the “#4EndSARS” protest, attacked and looted the axial
warehouse in Calabar, Cross River State where donor funded health commodities were stored, carting away and
destroying stock making it especially challenging for the project to deliver health commodities to the 1,450 health
facilities supplied through the Calabar axial warehouse.

This case focuses on how the project successfully delivered health commodities to the 1,450 supported health
facilities in the affected region amidst the covid19 pandemic.

The project adapted and deployed the USAID Collaborating, Learning, and Adapting (CLA) framework in planning
and implementing innovative strategies to deliver health commodities successfully to the affected regions. The CLA
framework promotes sharing of evidence-based practices that enhances program efficiency, maximizing available
resources within the GHSC-PSM project for continuous learning, feedback, reflection, and analysis of project
implementation experience. The lessons are harnessed, documented and deployed to scale-up and replicate proven
critical success factors.

Think about which subcomponents of the Collaborating, Learning & Adapting (CLA) Framework
are most reflected in your case so that you can reference them in your submission:

¢ Internal Collaboration e Openness

e External Collaboration Relationships & Networks

e Technical Evidence Base e Continuous Learning & Improvement

e Theories of Change e Knowledge Management
e Scenario Planning ¢ |Institutional Memory

e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management e CLA in Implementing Mechanisms
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1. 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?

One of the core responsibilities of GHSC-PSM project in Nigeria is to ensure the delivery of essential health
commodities to those who need them, in the right quality and at the right time. GHSC-PSM has done this successfully
since 2016, delivering life-saving commaodities to more than six thousand health facilities across Nigeria. The project is
managed by Chemonics through funding from USAID.

Health commodities are delivered to health facilities during last mile delivery (LMD) activity, conducted bi-monthly
(January, March, May, July, September, November). The LMD is one of the important supply chain activities
undertaken to ensure that commodities are brought closer to the reach of patients, thus ensuring commodity security.

GHSC-PSM provides technical assistance to the Government of Nigeria at both national and state levels, in the
design, development, implementation and management of improved warehousing through sustainable financing
mechanisms including Public Private Partnerships.

To achieve continuous delivery of health commodities to about 20,000 health facilities, GHSC-PSM contracts and
manages third party logistics companies for both warehousing and distribution value chain.

The project implements strategies that ensure that appropriate knowledge is identified, captured, created, shared,
analysed, used, and disseminated to improve and strengthen supply chain management system in Nigeria. The
strategy supports all GHSC-PSM teams and thematic priorities, recognizing that all teams are in the ‘supply chain
management’ knowledge business.

A key step in implementing the GHSC-PSM strategy is harnessing and processing various content including
implementation experience, lessons, best practices, success stories and project legacies.

2. Why did you decide to use a CLA approach? Why was CLA considered helpful for
addressing your organizational or development challenge(s)?

The CLA approach helps the project go beyond traditional project monitoring, and evaluation to learn from activities
and implement most effectively. Collaborating with stakeholders and implementing partners facilitate implementation
of strategies to deliver commodities to affected regions

By adapting our approaches using lessons learned, we reduce inefficiencies and improve our development impact.
Integrating CLA activities into the planning, implementation and monitoring of Project activities helps to promote
sharing of evidence-based practices. This enhances program efficiency, maximizes available resources, and

promotes continuous learning, feedback, reflection, and analysis of project implementation experience.

The lessons are harnessed, documented and deployed to scale-up and replicate proven critical success factors.



3. 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.

The GHSC-PSM project adopted the CLA approach to facilitate collaboration and strategic engagement, with key
stakeholders including project staff, implementing partners, Government of Nigeria, and the USAID mission.
Technical Evidence Base: To establish a technical evidence base, an assessment was conducted to ascertain the
impact of the protest, determine the possibility of conducting the November 2020 LMD from Calabar warehouse and
initiate discussions with the state Government on rebuilding the facilities that was vandalized. The assessment was
carried out in collaboration with key stakeholders including representatives from Akesis (third-party logistics
provider), and Cross River state Government.

Scenario Planning: CLA methodology was deployed to proactively develop a business continuity plan by developing
scenarios to ensure health facilities serviced from the Calabar warehouse receive commaodities, despite the looting
of commodities and destruction of the facilities by the hoodlums. Six (6) options were suggested; each of the options
was analyzed to determine the limitation(s) and merits. The six options considered include: (i) conducting LMD from
the Awka warehouse to the last mile in five states (with modified contract), (ii) conducting LMD from Awka
warehouse with existing contract and cross docking at the State Level, (iii) Activating MDS Private, (iv)Conducting
LMD from Calabar warehouse, (v) Conducting LMD from Abuja/Lagos Warehouse, (vi) Considering the use of the
Pharma grade warehouse in Enugu/others (By Annunciation).

Following analysis of available evidence, a decision was reached to eliminate Calabar Axial warehouse as the
facility was damaged and looted and the timeline required to replace looted items and renovate the warehouse will
affect the commencement of LMD. The Awka warehouse was considered as an option based on its historic
performance and proximity to the states under Calabar region. Pre-LMD meeting was held with warehouse
management staff, implementing partners, and 3PLs to develop strategies for a successfully LMD from Awka
warehouse. During the November 2020 LMD, Awka warehouse was used to service Calabar region

Continuous Learning and Improvement: As part of effort to manage field activities, daily Continuous Process
Improvement (CPI) meetings were held with GHSC-PSM team to discuss the status of delivery of health
commodities to health facilities. During the meeting, updates were received from Warehousing, Distribution, and
Field Logistics regarding distribution progress until distribution was completed. This is to ensure real time response
to emerging and re-emerging issues/challenges in the field. COVID19 safety precautions were considered and
adhered to during the planning and implementation of activities. Field workers ensured they maintained physical
distancing, wore face mask, and regularly used hand sanitizer whenever they get in contact with any objects or
open surfaces

Pause and Reflect, and Adaptive Management: The project organized an After-Action Review of the November
2020 LMD. The meeting held on Microsoft Teams with 15 technical staff in attendance, reviewed the November
2020 LMD, including the scope and scale of implementation, challenges and lessons learned that can be
incorporated into the planning of the next round of LMD.

The project documented the LMD process including knowledge of not just ‘what was done’, but ‘how it was done’,
and how the roles and relationships of internal and external stakeholders contributed to process. The aim to shed
light on the factors that have been critical success of the LMD process particularly tacit knowledge which is more
transient and less likely to be captured during conventional monitoring and reporting processes.



4. 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?

Prior to adopting CLA, LMD operations were conducted

» Awka warehouse was to serviced five states including Edo, Enugu, Imo Anambra and Ebonyi. With the current
situation and the option of using Awka warehouse to service Calabar region, there will be pressure on the facility.

» Calabar axial warehouse served as a regional distribution centre during LMDs. The facility services four other
proximate states namely, Abia, Rivers, Akwa Ibom, Bayelsa

» The option of servicing health facilities from other regional warehouses is nonconventional to the project and attracts
extra time and cost, hence, the need to review several possible options.

After the incident

» Awka warehouse was used to service Eight States (Abia, Rivers, Akwa Ibom, Edo, Enugu, Imo, Anambra and
Ebonyi

* GHSC PSM modified the last mile delivery contract to allow third-party logistics contractors pick commodities
directly from Awka warehouse and deliver to the health facilities otherwise serviced from the Calabar warehouse.
This was to avoid cross docking cost and double handling of shipment.

« All Deliver and Return operations — custom clearance, delivery/cross docking of international inbound shipments,
test kits sampling and embossment, warehouse inbound/outbound operations (long haul and supplementary LMD),
waste drive - were put on hold due to security situation arising from the #EndSARS protests.

* All international inbound shipments were rerouted; It was held temporarily at a subcontracted private warehouse for
one month

5. 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?

Despite the challenges, the project successfully delivered 406,662 quantity of commodities to four states (Akwa
Ibom, Bayelsa, Cross River, Rivers) in the affected region using Awka warehouse during the November 2020 LMD.

A business continuity plan was developed by the project. This plan has continued to be implemented, ensuring
continuous/ongoing delivery of lifesaving commodities to beneficiaries as a temporary measure while the vandalized

warehouse is being rehabilitated

GHSC-PSM supported the Government of Cross River State to develop a strategic road map on Revamping the
Vandalized/Looted Warehouse and designed a disaster recovery plan

The project is currently working with stakeholders to revamp the vandalized warehouse.

Adaptive management approaches such as the daily continuous process improvement meetings created realtime
opportunities to reflect and track progress, and adapt strategies collaboratively to achieve set goals

The use of virtual technology is useful in conveying meetings and real time monitoring of LMD activities. This looks
promising to enhance a cost-effective deliberation across the states on programmatic issues

Increasing LMD communication with stakeholders including GoN and implementing partners has proven to be
effective for prompt resolution of supply chain issues and project responsiveness.



6. What factors enabled your CLA approach and what obstacles did you
encounter? How would you advise others to navigate the challenges you faced?

Having the necessary resources, enabling environment and commitment by stakeholders was essential to the
success of the CLA approach. This includes:

(i) commitment by various stakeholders including the GoN, implementing partners to facilitate the use of Awka
warehouse to service Calabar region during the November 2020 LMD,

(ii) Implementation of strategies by GHSC-PSM that ensures that appropriate knowledge is identified, captured,

created, shared, analysed, used, and disseminated to improve and strengthen supply chain management system in
Nigeria

(iii) corresponding adaptable management and approval from USAID to modify the last mile delivery contract to
allow third party logistics contractors pick commaodities directly from Awka warehouse and deliver to the health
facilities in the Calabar region. This was to avoid cross docking cost and double handling of shipment

(iv) Daily CPI meetings that provide opportunities to reflect on progress, to inform adaptation

Future projects should proactively integrate the CLA approach into all project activities including planning,
implementation, and monitoring from inception.

7. ’Was your CLA approach prompted by a response to the COVID-19 pandemic?1 If so, how?

Prior the pandemic, the GHSC-PSM project updated its LKM&SC strategy that supports collaboration and learning,
the emergence of the Covid-19 pandemic brought to light the importance of effective collaboration.

There was need for the organizations strengthen it relationship and collaboration with internal and external
stakeholders to solve rapidly changing, complex problems that have long-term implications.

The diversity of experience and skills has helped the organization to see risks and opportunities from different
angles so that it can generate new solutions and adapt dynamically to changing situations.

The CLA Case Competition is managed by USAID's CLA Team in the Bureau for Policy, Planning
and Learning (PPL) and by the Program Cycle Mechanism (PCM), a PPL mechanism implemented
by Environmental Incentives and Bixal.


https://www.usaid.gov/selfreliance
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	Summary: The USAID Global Health Supply Chain Program-Procurement and Supply project in Nigeria delivers lifesaving health commodities to the last mile. The project operates six warehouses, coordinates activities and engages third party logistics contractors for both warehousing and distribution value chain. During a nationwide peaceful protest in Nigeria in October 2020, hoodlums, under the guise of the “#EndSARS” protest, attacked and looted the axial warehouse in Calabar, Cross River State where donor funded health commodities were stored, carting away and destroying stock making it especially challenging for the project to deliver health commodities to the 1,450 health facilities supplied through the Calabar axial warehouse.

This case focuses on how the project  successfully delivered health commodities to the 1,450 supported health facilities in the affected region amidst the covid19 pandemic.

The project adapted and deployed the USAID Collaborating, Learning, and Adapting (CLA) framework in planning and implementing innovative strategies to deliver health commodities successfully to the affected regions. The CLA framework promotes sharing of evidence-based practices that enhances program efficiency, maximizing available resources within the GHSC-PSM project for continuous learning, feedback, reflection, and analysis of project implementation experience. The lessons are harnessed, documented and deployed to scale-up and replicate proven critical success factors. 

	Impact: Prior to adopting CLA, LMD operations were conducted 
• Awka warehouse was to serviced five states including Edo, Enugu, Imo Anambra and Ebonyi. With the current situation and the option of using Awka warehouse to service Calabar region, there will be pressure on the facility.
• Calabar axial warehouse served as a regional distribution centre during LMDs. The facility services four other proximate states namely, Abia, Rivers, Akwa Ibom, Bayelsa
• The option of servicing health facilities from other regional warehouses is nonconventional to the project and attracts extra time and cost, hence, the need to review several possible options.

After the incident
• Awka warehouse was used to service Eight States (Abia, Rivers, Akwa Ibom, Edo, Enugu, Imo, Anambra and Ebonyi
• GHSC PSM modified the last mile delivery contract to allow third-party logistics contractors pick commodities directly from Awka warehouse and deliver to the health facilities otherwise serviced from the Calabar warehouse. This was to avoid cross docking cost and double handling of shipment. 
• All Deliver and Return operations – custom clearance, delivery/cross docking of international inbound shipments, test kits sampling and embossment, warehouse inbound/outbound operations (long haul and supplementary LMD), waste drive - were put on hold due to security situation arising from the #EndSARS protests. 
• All international inbound shipments were rerouted; It was held temporarily at a subcontracted private warehouse for one month

	Why: The CLA approach helps the project go beyond traditional project monitoring, and evaluation to learn from activities and implement most effectively. Collaborating with stakeholders and implementing partners facilitate implementation of strategies to deliver commodities to affected regions

By adapting our approaches using lessons learned, we reduce inefficiencies and improve our development impact.
 
Integrating CLA activities into the planning, implementation and monitoring of Project activities helps to promote sharing of evidence-based practices. This enhances program efficiency, maximizes available resources, and promotes continuous learning, feedback, reflection, and analysis of project implementation experience. 

The lessons are harnessed, documented and deployed to scale-up and replicate proven critical success factors. 


	Lessons Learned: Prior the pandemic, the GHSC-PSM project updated its LKM&SC strategy that supports collaboration and learning, the emergence of the Covid-19 pandemic brought to light the importance of effective collaboration. 

There was need for the organizations strengthen it relationship and collaboration with internal and external stakeholders to solve rapidly changing, complex problems that have long-term implications. 

The diversity of experience and skills has helped the organization to see risks and opportunities from different angles so that it can generate new solutions and adapt dynamically to changing situations. 
	Factors: Having the necessary resources, enabling environment and commitment by stakeholders was essential to the success of the CLA approach. This includes: 

(i) commitment by various stakeholders including the GoN, implementing partners to facilitate the use of Awka warehouse to service Calabar region during the November 2020 LMD, 

(ii) Implementation of strategies by GHSC-PSM that ensures that appropriate knowledge is identified, captured, created, shared, analysed, used, and disseminated to improve and strengthen supply chain management system in Nigeria 

(iii) corresponding adaptable management and approval from USAID to modify the last mile delivery contract to allow third party logistics contractors pick commodities directly from Awka warehouse and deliver to the health facilities in the Calabar region. This was to avoid cross docking cost and double handling of shipment 

(iv) Daily CPI meetings that provide opportunities to reflect on progress, to inform adaptation

Future projects should proactively integrate the CLA approach into all project activities including planning, implementation, and monitoring from inception.  

	CLA Approach: The GHSC-PSM project adopted the CLA approach to facilitate collaboration and strategic engagement, with key stakeholders including project staff, implementing partners, Government of Nigeria, and the USAID mission.
Technical Evidence Base: To establish a technical evidence base, an assessment was conducted to ascertain the impact of the protest, determine the possibility of conducting the November 2020 LMD from Calabar warehouse and initiate discussions with the state Government on rebuilding the facilities that was vandalized. The assessment was carried out in collaboration with key stakeholders including representatives from Akesis (third-party logistics provider), and Cross River state Government. 

Scenario Planning: CLA methodology was deployed to proactively develop a business continuity plan by developing scenarios to ensure health facilities serviced from the Calabar warehouse receive commodities, despite the looting of commodities and destruction of the facilities by the hoodlums. Six (6) options were suggested; each of the options was analyzed to determine the limitation(s) and merits. The six options considered include: (i) conducting LMD from the Awka warehouse to the last mile in five states (with modified contract), (ii) conducting LMD from Awka warehouse with existing contract and cross docking at the State Level, (iii) Activating MDS Private, (iv)Conducting LMD from Calabar warehouse, (v) Conducting LMD from Abuja/Lagos Warehouse, (vi) Considering the use of the Pharma grade warehouse in Enugu/others (By Annunciation). 

Following analysis of available evidence, a decision was reached to eliminate Calabar Axial warehouse as the facility was damaged and looted and the timeline required to replace looted items and renovate the warehouse will affect the commencement of LMD. The Awka warehouse was considered as an option based on its historic performance and proximity to the states under Calabar region. Pre-LMD meeting was held with warehouse management staff, implementing partners, and 3PLs to develop strategies for a successfully LMD from Awka warehouse. During the November 2020 LMD, Awka warehouse was used to service Calabar region 

Continuous Learning and Improvement: As part of effort to manage field activities, daily Continuous Process Improvement (CPI) meetings were held with GHSC-PSM team to discuss the status of delivery of health commodities to health facilities. During the meeting, updates were received from Warehousing, Distribution, and Field Logistics regarding distribution progress until distribution was completed. This is to ensure real time response to emerging and re-emerging issues/challenges in the field. COVID19 safety precautions were considered and adhered to during the planning and implementation of activities. Field workers ensured they maintained physical distancing, wore face mask, and regularly used hand sanitizer whenever they get in contact with any objects or open surfaces

Pause and Reflect, and Adaptive Management: The project organized an After-Action Review of the November 2020 LMD.  The meeting held on Microsoft Teams with 15 technical staff in attendance, reviewed the November 2020 LMD, including the scope and scale of implementation, challenges and lessons learned that can be incorporated into the planning of the next round of LMD. 

The project documented the LMD process including knowledge of not just ‘what was done’, but ‘how it was done’, and how the roles and relationships of internal and external stakeholders contributed to process. The aim to shed light on the factors that have been critical success of the LMD process particularly tacit knowledge which is more transient and less likely to be captured during conventional monitoring and reporting processes.


	Context: One of the core responsibilities of GHSC-PSM project in Nigeria is to ensure the delivery of essential health commodities to those who need them, in the right quality and at the right time. GHSC-PSM has done this successfully since 2016, delivering life-saving commodities to more than six thousand health facilities across Nigeria. The project is managed by Chemonics through funding from USAID. 

Health commodities are delivered to health facilities during last mile delivery (LMD) activity, conducted bi-monthly (January, March, May, July, September, November). The LMD is one of the important supply chain activities undertaken to ensure that commodities are brought closer to the reach of patients, thus ensuring commodity security.

GHSC-PSM provides technical assistance to the Government of Nigeria at both national and state levels, in the design, development, implementation and management of improved warehousing through sustainable financing mechanisms including Public Private Partnerships.

To achieve continuous delivery of health commodities to about 20,000 health facilities, GHSC-PSM contracts and manages third party logistics companies for both warehousing and distribution value chain. 

The project implements strategies that ensure that appropriate knowledge is identified, captured, created, shared, analysed, used, and disseminated to improve and strengthen supply chain management system in Nigeria.  The strategy supports all GHSC-PSM teams and thematic priorities, recognizing that all teams are in the ‘supply chain management’ knowledge business. 

A key step in implementing the GHSC-PSM strategy is harnessing and processing various content including implementation experience, lessons, best practices, success stories and project legacies. 

	Impact 2: Despite the challenges, the project successfully delivered 406,662 quantity of commodities to four states (Akwa Ibom, Bayelsa, Cross River, Rivers) in the affected region using Awka warehouse during the November 2020 LMD.

A business continuity plan was developed by the project.  This plan has continued to be implemented, ensuring continuous/ongoing delivery of lifesaving commodities to beneficiaries as a temporary measure while the vandalized warehouse is being rehabilitated

GHSC-PSM supported the Government of Cross River State to develop a strategic road map on Revamping the Vandalized/Looted Warehouse and designed a disaster recovery plan

The project is currently working with stakeholders to revamp the vandalized warehouse.

Adaptive management approaches such as the daily continuous process improvement meetings created realtime opportunities to reflect and track progress, and adapt strategies collaboratively to achieve set goals

The use of virtual technology is useful in conveying meetings and real time monitoring of LMD activities. This looks promising to enhance a cost-effective deliberation across the states on programmatic issues

Increasing LMD communication with stakeholders including GoN and implementing partners has proven to be effective for prompt resolution of supply chain issues and project responsiveness.



