Unlocking Opportunities

Logistics Outsourcing for Public Health in
Africa

VILIAGEREACH.

The Outsourced Transport Resource Center (OTRC) provides technical assistance services and
information to governments, private sector and implementing partners to integrate
outsourced transport (land-and air-based) into public health supply chains. Leveraging
private sector capacity increases the availability of medicines and vaccines for under-reached
communities, building more responsive primary health care systems.

Looking at the Landscape

Since 2021, the OTRC has provided technical assistance to
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15 African countries, expanding its footprint from its origins Lo
in Mozambigue. Throughout this journey, the OTRC OTRC Footprint h

accumulated learnings about the landscape of outsourced

transport in Africa. The OTRC collected quantitative data

through benchmarking on outsourcing implementations, 2
and qualitative data through its Outsourced Transport

Perception Survey. This technical note presents key

learnings with the goal of increasing outsourced transport
implementation across Africa.

OUTSOURCING IN PRACTICE

Many stakeholders have a weak understanding of the
current state of outsourcing in Africa, impeding the uptake
of outsourcing. Several countries utilize the private sector
to transport health products, but more is needed to know
how these implementations are working or whether they
are impactful. The OTRC conducted benchmarking
throughout 2023 to establish a baseline of current outsourced transport practices across 10 African countries
(Democratic Republic of Congo (DRC), Ethiopia, Kenya, Liberia, Malawi, Mozambique, Nigeria, South Africa, Tanzania
and Zambia).

Figure 1: OTRC Footprint

Key Findings
Findings are organized by supply chain segment, meaning upstream distribution (from national to regional level) and

downstream distribution (from regional level to the last mile) to analyze (1) the outsourced transport model type (i.e.,
3PLvs. 4PL), (2) the geographic scope, (3) the type of health products being transported and (4) the funding model.
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https://www.villagereach.org/wp-content/uploads/2024/09/IntegrationWhitepaper_2024Update_USletterENG.pdf
https://www.villagereach.org/wp-content/uploads/2024/09/IntegrationWhitepaper_2024Update_USletterENG.pdf
https://www.villagereach.org/wp-content/uploads/2024/01/VR_2030Strategy2Pgr_A4English.pdf
https://www.villagereach.org/wp-content/uploads/2022/02/LMSC_FactsheetA4_2020Update_FINAL-1.pdf
https://www.villagereach.org/wp-content/uploads/2024/03/VR_OutsourcingPerception_2024-Flyer-Update_8.5x11_BLEED.pdf
https://www.villagereach.org/wp-content/uploads/2024/03/VR_OutsourcingPerception_2024-Flyer-Update_8.5x11_BLEED.pdf

Outsourcing Model: For upstream distribution, 3PL private sector transporters were
used by over half of the countries surveyed, with the government often acting as the
4PL transporter. While downstream distribution was less consistent across the 10
countries, varying by province or district.

Commodity Scope: For upstream distribution, half of the countries surveyed integrated
the delivery of all health products, while the other half excluded vaccines (due to cold
chain), HIV, malaria and family planning health products. For downstream distribution
integrated product delivery was less common and often only used for donor-funded
health products.

- Geographic Scope: For upstream distribution, a country-wide approach was used to get
t health products from the national level to each regional delivery point. Meanwhile,
,} downstream distribution only utilized outsourced transport to get products to the last

mile within certain provinces or districts.

Outsourced Funding: Upstream distribution was primarily funded by government, while
downstream distribution was more diverse, with funding from multiple stakeholders
(i.e., government, donors and technical partners).
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For upstream distribution, utilizing outsourced transport showed strong and consistent adoption across all countries.
In contrast, downstream distribution still needs to be more consistent in model, scope and funding source. Significant
contextual factors at the provincial and district levels influence the viability of downstream distribution. For example,
infrastructure challenges (i.e., poor roads, warehouse conditions and electricity) and complex government regulations
and processes hinder opportunities for downstream outsourced transport. In the countries reviewed, downstream
distribution had a fragmented approach to outsourcing, only being utilized for certain health products in specific
geographies and being funded by multiple stakeholders. Upstream distribution was managed centrally with
government leading and funding the outsourcing whereas downstream distribution lacked the necessary centralized
management for success. The mix of government, donor and partner funding also led to varied contract management
approaches with private-sector transporters. This finding suggests that while health products are systematically
getting from the national to regional levels, distribution beyond that point is varied, potentially leaving many under-
reached communities without consistent access to life-saving medicines and vaccines.

STAKEHOLDER PERCEPTIONS

Understanding stakeholder perceptions is critical for solution implementation and ensuring long-term sustainability.
The OTRC developed and conducted a perception survey for key outsourcing stakeholders such as governments,
donors, technical partners and private sector firms within the following countries: DRC, Kenya, Mozambique and
Zambia (a survey in Malawi is underway). The purpose of the survey was to better understand perceptions related to
both outsourced transport and warehousing, covering the following topics:

R b

GOVERNMENT READINESS, TECHNICAL PARTNER READINESS PRIVATE SECTOR STAKEHOLDER VIEWS
STRATEGY & EXPERIENCE to support government READINESS on the value of
with outsourcing outsourcing to work with outsourcing
government

UNLOCKING OPPORTUNITES 2



The process for conducting the survey and disseminating - - - -
results took between eight to 10 months since a minimum of
15 stakeholders (five from government, five from private
sector and five from in-country technical partners) responses
were required before analysis. The results were then
presented during in-person workshops in each country,

6-9 months 1 month 1 month 1-2 Days

whereby all stakeholders were invited to discuss, iterate on Analyze
. . . o - ~ Results Report Workshop
and develop solutions to identified challenges.

Key Findings

Figure 2: Perception Survey Timeline

The OTRC does not share country-specific results externally, as the findings are only shared with in-country
stakeholders. However, we found similar themes across the four countries surveyed.

Strategy to Practice: Survey results found that government supply chain strategies and plans were
only sometimes socialized down to the local level for implementation. For example, supply chain
workers at the local and provincial levels often needed to be made aware of existing outsourced
transport or warehousing strategies adopted by the national government; private sector stakeholders
did not know that supportive policies for private sector engagement already existed. This challenge
not only highlights the need for increased awareness but also highlights the need to ensure that
government strategies and policies are translated for practical implementation. This issue contributed
to misconceptions of government and private sector readiness and skills levels for outsourcing.

Priority Alignment: The perception survey revealed differing priorities across stakeholder groups. For
example, in some countries, the government prioritized cost savings and improved efficiency, while
the private sector prioritized profitability and developing a service level agreement. At the same time,
technical partners would often prioritize implementation capacity and data transparency. All these
factors are critical for implementation, but aligning priorities and creating a shared definition for cost-
effectiveness and improved efficiency are critical for solution sustainability.

Data Visibility: Survey findings highlighted challenges with supply chain data visibility. This issue
contributed to priority misalignment, especially regarding the value and cost-effectiveness of
outsourced transport or warehousing. Without available information on costs, it is challenging to
convince stakeholder groups that outsourcing is effective, particularly for non-supply chain related
stakeholders such as Ministry of Finance officials. Additionally, when measuring product availability,
some countries record obsolete and expired stock in the same category. However, if it is tracked
appropriately, the obsolete stock may still be usable in other provinces or countries

Warehousing: Overall implementations of outsourced warehousing in Africa are lower than
outsourced transport. Most warehousing in Africa is managed by government, and private sector
stakeholders surveyed were often unaware of the requirements, specifications and conditions
necessary to store health products and maintain their quality. This is an area that requires more
investment across stakeholder groups.
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LEARNING FROM OUR EXPERIENCE

Over the last two years, the OTRC has also gathered learnings from conducting the perception survey.
Collecting perceptions can be sensitive, and partners should consider the following before undergoing
a similar activity.

Cultural Context: Gaining an accurate and comprehensive understanding of various stakeholder
perceptions related to outsourcing requires a flexible and country-specific approach. Survey
participation across stakeholders went up significantly when adapted to the cultural context. This
meant tailoring approaches to respect local customs and practices, and when necessary, ensuring the
survey was available in different languages.

Clear Communication: Using clear and concise communication helped avoid misunderstandings from
stakeholders and improved survey response rates and response accuracy. While the survey questions
did not change from country to country, different stakeholder groups needed customized
explanations. For example, a community health worker and a private sector transporter may have two
different interpretations of the same question. Therefore, instructions were personalized, and in
some cases, the OTRC team went through the survey questions directly with the stakeholders.

Regular Engagement: Respondents were more motivated to complete the survey if reminder emails
included the number of responses already received. By regularly updating everyone on the
completion rate, some of the slow adopters felt more comfortable responding honestly to the survey.

Continuous Learning: Presenting survey results during an in-person workshop required flexibility.
Often, during collaborative discussions of results, new insights and perspectives would arise that were
not revealed in the written survey responses. Additionally, some stakeholders were hesitant to
answer the survey honestly, but during the workshop, they were more comfortable discussing their
challenges. Therefore, it is important to consider the survey results as a conversation starter and be
ready to adjust recommendations throughout the dissemination process.

Unlocking Outsourcing Opportunities

Since 2021, the OTRC has grown and adapted its services to meet country needs and priorities. The results from the
benchmarking and perception surveys provided the OTRC with a comprehensive understanding of the African
outsourcing landscape. These results influenced our approach to working with partners, which focuses on:

e Targeted Engagement: The OTRC tailors its engagement strategies to each stakeholder group,
addressing their specific concerns and leveraging their unique strengths.

e Collaboration: The OTRC promotes collaborative problem-solving and shared decision-making,
recognizing diverse stakeholder perspectives.

e Addressing Barriers: The OTRC develops tailored interventions by identifying and understanding the
challenges faced by different stakeholders.

e Adapting Strategies: The OTRC is flexible, responsive to feedback and willing to continuously refine how
we collaborate with stakeholders.
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Provides four service packages to governments, implementing partners and
the private sector to integrate land and drone-based outsourced transport
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EXPLORATION & SET-UP IMPLEMENTATION MANAGEMENT VERIFICATION
(®) Develop strategy & cost model Prepare start-up implementation plan & (®) Develop the transition strategy & plan® () Design verification approach, plan & budget
(®) Develop & release request for proposal é toolkit

(®) Align on roles and required skills (#) Develop stakeholder management plan
(®) Assess government capacity & develop  (¢) Develop roles, procedures & SOPs

(®) Develop stakeholder management plan* (8) Assess government capacity & develop
skills development plan*

(®) Provide coaching & training based on skills

(®) Develop staffing madel
(®) Assess government capacity & develop

skills development plan Coordinate regulatory applications for drone skills development plan*® development plan®
(®) Develop implementation plan (s) transport authorization (®) Provide coaching & training based on (®) Assess data quality & perform data analysis
(®) Conduct ad & fundraisi %) Impl, the infrastructure acquisition plan skills development plan () Develop verification report
g Develop & validate the service level agreement () Develop annual budget with government (®) Conduct advocacy & fundraising*

g Implement monthly review of performance (®) Conduct advocacy & fundraising*

Visit otrcsupport.org to Implement quarterly expense review

o e oon iy Dexelopthe tansilan Etecy & plan *This service is listed in mare than one package and may not be required if already completed
at otrc@villagereach.org

in another package of services.

Figure 3: OTRC Service Packages

These results have also influenced the services we provide to stakeholder groups. For example, benchmarking results
reveal consistent challenges with downstream distribution across outsourcing and funding models and geographic
and commodity scope. The OTRC's Exploration & Set-Up service package can help stakeholders assess a country’s
unique challenges with infrastructure and regulation and design an implementation plan addressing those challenges
from the beginning. Additionally, perception survey findings highlight how misaligned priorities and the inability to
turn government strategy into practice downstream hinders the implementation and success of outsourcing. Our
Management service package can help address challenges with strategy to practice by developing a detailed staffing
model and ensuring the appropriate stakeholders across the country have the necessary training and coaching to
manage outsourcing. Our Implementation service package assists with developing stakeholder priority alignment
early on, and our Verification service package can help countries increase data visibility for data-informed decision
making.

The OTRC aims to leverage private sector transport for public health systems through our services across Africa to
ensure that health products, vaccines and lab samples are transported according to quality standards — ultimately
making essential health products available when and where they are needed. Connect with us to learn more about
our services at: otrc@villagereach.org.
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