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Summary:

The USAID Regional Health Integration to Enhance Services in Eastern Uganda Activity (RHITES-E), led by
IntraHealth International, supports the government of Uganda to expand access to and use of high-quality health
services across 25 districts in Eastern Uganda and Karamoja region. This case illustrates the collaboration, learning
and adaptation (CLA) road-map RHITES-E followed to accelerate Laboratory Quality Management Systems (LQMS)
improvement to attain laboratory accreditation(South African National Accreditation System-SANAF) for one lab in
eastern Uganda. Due to CLA-informed efforts, Tororo laboratory became the first USAID supported facility in
Uganda to receive international ISO 15189 standard accreditation, and the fifth government supported accredited
facility. The success in accreditation of Tororo lab is a key example for how the CLA process can be applied to other
settings and other labs to garner more accreditations.

Think about which subcomponents of the |Co||aborating, Learning & Adapting (CLA) Frameworld
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 e Institutional Memory

e M&E for Learning e Decision-Making

e Pause & Reflect e Mission Resources

e Adaptive Management CLA in Implementing Mechanisms




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?

The Uganda National Laboratory services (UNHLS) recommends laboratory accreditation for all laboratory hubs.
RHITES-E supports thirteen hubs and during its baseline assessment found gaps in the quality of services. These
gaps which hinder utilization and quality of laboratory services range from unstable sample transportation structure,
limited laboratory capacity, inadequate skilled staff, and poor infrastructure. One aspect of improving these gaps is to
strive for laboratory accreditation. This accreditation gives international recognition to the site based on adherence to
a body of standards (ISO 15189) which include markers of quality and competency.

The process leading to this accreditation requires a considerable amount of resources to support routine mentorship,
trainings, audits, quality improvement visits, equipment maintenance, and recruitment of competent personnel. These
resources are not always routinely available and require proper planning, prioritization of available budget, and
innovative collaboration with outside partners who can support this process. In addition, previous lab accreditation
efforts in Uganda did not document the process therefore the RHITES-E project did not have a roadmap to follow.

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

RHITES-E intentionally used the CLA framework in order to ensure buy-in across levels and organizations; leverage
partner resources; and document learnings so that future accreditation efforts would have a roadmap to follow.

At USAID RHITES-E, strategic collaboratives are part of the continuous learning and adaptive management efforts to
achieve efficiency and performance for better results. The CLA approach was an opportunity to enhance
evidence-based practices to achieve laboratory accreditation. The RHITES-E team realized that for accreditation to
happen, the CLA approach was a viable process to facilitate learning and adaptation of evidence-based strategies to
lead to the desired change. Specifically in this case, the CLA approach was used to establish a clear understanding of
approaches that could be used in the future to support other facility accreditation efforts.



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 RHITES-E Activity was keenly aware of the importance of accrediting a laboratory within their region to meet
internal quality and standard guidelines. Beginning with consultations with both internal and external key
stakeholders, RHITES-E chose to focus on accreditation for Tororo hub. As a preliminary step, a RHITES-E Lab
Advisor worked together with the Activity leadership and the district lab teams to develop a progress monitoring
dashboard as a road map to attaining the accreditation. The activity focused on five different aspects to achieve
accreditation: collaboration, prioritization of resources, use of dashboards, culture, and top management support.

Collaboration: RHITES-E worked with a number of partners to leverage each organization's comparative advantage.
The MOH/CPHL provided technical guidance and supportive supervision; the district leadership provided daily
oversight in the implementation of activities; and A Global Public Healthcare Foundation (AGPHF) offered the
technical mentorship and linkage to the accrediting body (SANAS). RHITES-E provided overall technical
arrangements, facilitation, and procurement of supplies required for the accreditation process. This collaboration
effort was bolstered by frequent communication and reviews with the team to ensure all partners were satisfied.

Prioritization of resources: The team decided to focus on accreditation of Tororo Hub by a site readiness review
checklist. Sites were only considered if they met at least 70% of the site readiness criteria. Tororo hub was the most
likely candidate, which was confirmed during stakeholder discussions. After the team decided to focus on
accreditation for Tororo Hub, the team had to assess the resource pool and focus 70% of the available resources to
the preparation process for accreditation.

Use of a progress monitoring dashboard of indicators/requirements: To monitor the daily and weekly progress of the
lab accreditation workplan, the RHITES-E Activity designed two dashboards;1) project level indicators monitored on
a weekly basis by RHITES-E management and district leadership and 2) site/facility level laboratory indicators. If
these indicators were not addressed during the phase leading up to accreditation, it had the potential to delay the
process, and potentially be reason for refusal to accredit. The facility team had to report to the RHITES-E laboratory
technical advisor on a daily basis on implementation progress. This daily engagement meant tasks were addressed
timely and progress was continually monitored.

Culture: As the deadline to the accreditation audit visit drew nearer, there was additional effort needed to ensure all
areas that had been lagging were addressed and supported to be brought up to compliance level standards. A
strong leader was needed to help with staff morale and answer any final questions leading into the accreditation
audit. The RHITES-E lab team dedicated their efforts to the Tororo lab to ensure they were supported. They not only
worked with the team, but ate with them, provided motivation, bought dinner for staff when overtime was required,
and did not rest until the entire team had completed their tasks. This effort was not only greatly appreciated by staff,
but brought the team closer together and provided a sense of camaraderie and pride in the lab accreditation.

Buy-in across levels and organizations: Buy-in from all relevant managers (IP, District, Ministry of Health and
facility) to the lab was pivotal to this process. Having buy-in from top leadership within the community was a crucial
part of the success of this intervention. This buy-in ensured the intervention would be supported, sustained, and
championed throughout the village. The inclusion of RHITES-E upper management was also a key component of
this process and helped ease any stake holder management issues.



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?

To achieve success, RHITES-E had to employ CLA tools and techniques because they were crucial for efficient
interventions. The CLA approach provided a platform for the team to effectively collaborate through, knowing how to
work best with others, avoiding duplicating efforts, avoiding implementation of outdated practices, and how to
routinely track progress and share knowledge. Teams continued to collaborate, learn and adapt to improve
programmatic decision-making, operations, and the impact of investments.

The goal for this effort was international accreditation of Tororo Laboratory to ISO 15189 by the South African
National Accreditation System (SANAS). After the successful completion of this goal, we believe the approach taken
to achieve this accreditation can be replicated throughout the RHITES-E Activity. There are 12 other laboratories
within the RHITES-E catchment area, and we believe these sites will be ready to take on the accreditation process
following a similar approach.

The introduction of CLA framework yielded a key positive for the teams involved in the accreditation journey and the
experience has fueled key noticeable impact on organizational effectiveness. There is now a culture of openness and
knowledge sharing which has promoted a culture of data use to make decisions on informed choices. Staff are now
empowered and can ably speak up and share what factors facilitated their success and how others can adapt and
scale up similar interventions to achieve results. CLA has also demonstrated that stakeholder engagement can make
shift in conference allowing teams to own interventions and leaving them with confidence they can mange future
similar outcome

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?

Using the CLA approach with a focus on collaboration, resource prioritization, and data utilization, RHITES-E was
able to come together with multiple stakeholders in Tororo district to support accreditation of the Tororo lab.

Today, Tororo laboratory is the first USAID supported facility in the country to be accredited to international
standards by the South African National Accreditation System (SANAS) through the WHO AFRO SLIPTA (Stepwise
Laboratory Quality Improvement Process Towards Accreditation) pipeline. Only four other government labs in
Uganda are accredited to ISO 15189. After receiving their accreditation, the facility becomes an international Center
of Excellence, and can attract more opportunities for international research because of the improved quality of lab
services. In addition to receiving more opportunities for research, it also is a way that the laboratory can generate
income for the attached hospital. The communities being served by the Tororo hub are able to access quality lab
services



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

The RHITES-E lab accreditation journey is a powerful example of how CLA approach can be integrated with
ongoing implementation to affect success of targeted interventions. For RHITES-E there were key factors that
enabled the CLA approach.

Vibrant team with a shared goal: Through stakeholder engagement and management processes, RHITES-E
identified key influencers and change agents at the district and laboratory teams and ensured buy in from all stake
holders around a shared goal. Action planning allowed teams meet on a weekly and monthly basis to clarify
strategies and share learnings. This weekly meeting also helped teams understand the value proposition,
engagement plan, benchmarking and implementation goals.

Targeted field visits: Having the district team travel to the laboratory allowed them to directly experience the
accreditation process and helped build trust among lab staff. These visits also were a chance for the district teams
to identify best practices for adoption by other labs in the area.

The team faced challenges in keeping teams motivated throughout the lengthy accreditation process. The
RHITES-E Activity also actively worked to ensure collaboration efforts were productive as some members
expressed frustration at the pace of activities. As is frequently the case, we dealt with a small budget to support this
process. We addressed these challenges by using data to prioritize the interventions for accreditation and
discussing shared goals to continue to encourage a collaborative spirit.

The CLA Case Competition is managed by USAID LEARN, a Bureau for Policy, Planning and Learning
(PPL) mechanism implemented by Dexis Consulting Group and its partner, RT| International.
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	Impact: 

To achieve success, RHITES-E had to employ CLA tools and techniques because they were crucial for efficient interventions. The CLA approach provided a platform for the team to effectively collaborate through, knowing how to work best with others, avoiding duplicating efforts, avoiding implementation of outdated practices, and how to routinely track progress and share knowledge. Teams continued to collaborate, learn and adapt to improve programmatic decision-making, operations, and the impact of investments.

The goal for this effort was international accreditation of Tororo Laboratory to ISO 15189 by the South African National Accreditation System (SANAS). After the successful completion of this goal, we believe the approach taken to achieve this accreditation can be replicated throughout the RHITES-E Activity. There are 12 other laboratories within the RHITES-E catchment area, and we believe these sites will be ready to take on the accreditation process following a similar approach.
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	Why:  

RHITES-E intentionally used the CLA framework in order to ensure buy-in across levels and organizations; leverage partner resources; and document learnings so that future accreditation efforts would have a roadmap to follow.

At USAID RHITES-E, strategic collaboratives are part of the continuous learning and adaptive management efforts to achieve efficiency and performance for better results. The CLA approach was an opportunity to enhance evidence-based practices to achieve laboratory accreditation. The RHITES-E team realized that for accreditation to happen, the CLA approach was a viable process to facilitate learning and adaptation of evidence-based strategies to lead to the desired change. Specifically in this case, the CLA approach was used to establish a clear understanding of approaches that could be used in the future to support other facility accreditation efforts.




	Factors: 
 The RHITES-E lab accreditation journey is a powerful example of how CLA approach can be integrated with ongoing implementation to affect success of targeted interventions. For RHITES-E  there were key factors that enabled the CLA approach. 

Vibrant team with a shared goal: Through stakeholder engagement and management processes, RHITES-E identified key influencers and change agents at the district and laboratory teams and ensured buy in from all stake holders around a shared goal. Action planning allowed teams meet on a weekly and monthly basis to clarify strategies and share learnings. This weekly meeting also helped teams understand the value proposition, engagement plan, benchmarking and implementation goals. 

Targeted field visits: Having the district team travel to the laboratory allowed them to directly experience the accreditation process and helped build trust among lab staff. These visits also were a chance for the district teams to identify best practices for adoption by other labs in the area.  

The team faced challenges in keeping teams motivated throughout the lengthy accreditation process. The RHITES-E Activity also actively worked to ensure collaboration efforts were productive as some members expressed frustration at the pace of activities. As is frequently the case, we dealt with a small budget to support this process. We addressed these challenges by using data to prioritize the interventions for accreditation and discussing shared goals to continue to encourage a collaborative spirit. 

	CLA Approach: 
The RHITES-E Activity was keenly aware of the importance of accrediting a laboratory within their region to meet internal quality and standard guidelines. Beginning with consultations with both internal and external key stakeholders, RHITES-E chose to focus on accreditation for Tororo hub. As a preliminary step, a RHITES-E Lab Advisor worked together with the Activity leadership and the district lab teams to develop a progress monitoring dashboard as a road map to attaining the accreditation. The activity focused on five different aspects to achieve accreditation: collaboration, prioritization of resources, use of dashboards, culture, and top management support.

Collaboration: RHITES-E worked with a number of partners to leverage each organization's comparative advantage. The MOH/CPHL provided technical guidance and supportive supervision; the district leadership provided daily oversight in the implementation of activities; and A Global Public Healthcare Foundation (AGPHF) offered the technical mentorship and linkage to the accrediting body (SANAS). RHITES-E provided overall technical arrangements, facilitation, and procurement of supplies required for the accreditation process. This collaboration effort was bolstered by frequent communication and reviews with the team to ensure all partners were satisfied.

Prioritization of resources: The team decided to focus on accreditation of Tororo Hub by a site readiness review checklist. Sites were only considered if they met at least 70% of the site readiness criteria. Tororo hub was the most likely candidate, which was confirmed during stakeholder discussions. After the team decided to focus on accreditation for Tororo Hub, the team had to assess the resource pool and focus 70% of the available resources to the preparation process for accreditation.

Use of a progress monitoring dashboard of indicators/requirements: To monitor the daily and weekly progress of the lab accreditation workplan, the RHITES-E Activity designed two dashboards;1) project level indicators monitored on a weekly basis by RHITES-E management and district leadership and 2) site/facility level laboratory indicators. If these indicators were not addressed during the phase leading up to accreditation, it had the potential to delay the process, and potentially be reason for refusal to accredit. The facility team had to report to the RHITES-E laboratory technical advisor on a daily basis on implementation progress. This daily engagement meant tasks were addressed timely and progress was continually monitored.
     
Culture: As the deadline to the accreditation audit visit drew nearer, there was additional effort needed to ensure all areas that had been lagging were addressed and supported to be brought up to compliance level standards. A strong leader was needed to help with staff morale and answer any final questions leading into the accreditation audit. The RHITES-E lab team dedicated their efforts to the Tororo lab to ensure they were supported. They not only worked with the team, but ate with them, provided motivation, bought dinner for staff when overtime was required, and did not rest until the entire team had completed their tasks. This effort was not only greatly appreciated by staff, but brought the team closer together and provided a sense of camaraderie and pride in the lab accreditation. 

Buy-in across levels and organizations:  Buy-in from all relevant managers (IP, District, Ministry of Health and facility) to the lab was pivotal to this process. Having buy-in from top leadership within the community was a crucial part of the success of this intervention. This buy-in ensured the intervention would be supported, sustained, and championed throughout the village. The inclusion of RHITES-E upper management was also a key component of this process and helped ease any stake holder management issues. 
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The Uganda National Laboratory services (UNHLS) recommends laboratory accreditation for all laboratory hubs. RHITES-E supports thirteen hubs and during its baseline assessment found gaps in the quality of services. These gaps which hinder utilization and quality of laboratory services range from unstable sample transportation structure, limited laboratory capacity, inadequate skilled staff, and poor infrastructure. One aspect of improving these gaps is to strive for laboratory accreditation. This accreditation gives international recognition to the site based on adherence to a body of standards (ISO 15189) which include markers of quality and competency. 

The process leading to this accreditation requires a considerable amount of resources to support routine mentorship, trainings, audits, quality improvement visits, equipment maintenance, and recruitment of competent personnel. These resources are not always routinely available and require proper planning, prioritization of available budget, and innovative collaboration with outside partners who can support this process. In addition, previous lab accreditation efforts in Uganda did not document the process therefore the RHITES-E project did not have a roadmap to follow.
	Impact 2: 

Using the CLA approach with a focus on collaboration, resource prioritization, and data utilization, RHITES-E was able to come together with multiple stakeholders in Tororo district to support accreditation of the Tororo lab. 

Today, Tororo laboratory is the first USAID supported facility in the country to be accredited to international standards by the South African National Accreditation System (SANAS) through the WHO AFRO SLIPTA (Stepwise Laboratory Quality Improvement Process Towards Accreditation) pipeline. Only four other government labs in Uganda are accredited to ISO 15189. After receiving their accreditation, the facility becomes an international Center of Excellence, and can attract more opportunities for international research because of the improved quality of lab services. In addition to receiving more opportunities for research, it also is a way that the laboratory can generate income for the attached hospital.  The communities being served by the Tororo hub are able to access quality lab services 

                       



