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With Common Requirements Development Methodology, Zambia Builds Better Logistics Management

Information Systems 
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Billions of dollars in life-saving medical commodities are

distributed annually to low-income countries. However,

ensuring that these commodities reach those most in

need continues to be a challenge in many places. A

significant contributing factor in the challenges facing

health system supply chains is the absence of a

systematic, comprehensive, and collaborative approach

to logistics management information system (LMIS)

design. Well-designed information systems that cut

across vertical programs, decrease duplication in data

collection, provide visibility to service delivery points

(SDPs), and integrate with other systems are crucial for

governments and partners to track the supply and

distribution of medicines. LMIS design has often been

fragmented and focused on isolated efforts to address

only a particular supply chain layer, such as a national

store; LMIS improvements undertaken for SDPs, districts,

or regions are not always able to communicate with

warehouse management systems used in the national

store.

Multiple stakeholders engaged in supporting public health logistics as well as lack of a shared vision and

roadmap has led to a proliferation of information systems without a clear set of guiding principles and

requirements to ensure that the solutions developed meet the needs and requirements of the health system

itself. Also, health managers are often asked to define their requirements in the technical terminology used by

information technology managers and developers; this can lead to misunderstandings and, ultimately, systems

that do not meet health system needs or that cannot be supported by the local resources available. To

overcome this problem, some health programs are turning to the Common Requirements Development

Methodology (CRDM), a new approach to computerized LMIS architecture and design.

In Zambia, the Ministry of Health (MOH) recognized the need for a comprehensive computerized LMIS solution

to support the implementation of the Essential Medicines Logistics Improvement Project, a new system to

distribute essential medicines. In partnership with the USAID | DELIVER PROJECT, the MOH invited LMIS

specialists from PATH and VillageReach to initiate a collaborative planning process with the country’s key

logistics stakeholders to develop an LMIS that would meet the country’s long-term needs. The goal was to

develop a vision, a roadmap, and user requirements to ensure that LMIS development for the public health

system in Zambia would be effective, integrated, and country-led.

Getting input from all the country’s stakeholders participating in logistics work in an efficient, yet collaborative,

way was crucial to the success of the effort, so PATH and VillageReach proposed using CRDM. This

methodology was originally developed by the Public Health Informatics Institute and, in 2010, was adapted by

PATH for an LMIS with input and collaboration from a global health logistics community. The approach relies on

a common set of user requirements developed by public health logistics experts across multiple countries,

disciplines, and sectors. Starting with these common requirements saved time: the MOH and its partners could

adapt and refine the requirements to meet their needs, and the process allowed all stakeholders to

participate, regardless of the level of technical knowledge.

Figure 1. Common Architecture and Country-Specific Solutions
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Zambia LMIS Vision

An effective LMIS should ensure that adequate

quantity and quality of vaccines, essential medicines,

and supplies are available to meet patient demand at

the point of service. In order to do this, the LMIS must

be able to support—

capturing accurate routine administration, dispensing,
and consumption data
real-time, end-to-end logistics management from point
of origin to SDP
demand forecasting, capacity planning, and modeling
based on consumption.

To customize and adapt the common requirements to the Zambian context, PATH and VillageReach facilitated a

series of workshops with the MOH’s LMIS Technical Working Group (TWG), which represented key technical

groups within the MOH (pharmacy, laboratory, information and communication technology, monitoring and

evaluation), as well as staff from Medical Stores Limited, the Churches Health Association of Zambia, the United

Nations Population Fund, John Snow, Inc., and other development partners supporting the MOH in logistics

management. The result, after just four days, was a shared vision for LMIS in Zambia, a roadmap, a full set of

logistics business processes, and user requirements to be finalized and presented to senior management at

the MOH.

Figure 2. Workshop Overview

Creating a Vision for Logistics Management Information Systems in Zambia

As the first step in the requirements development

process, the LMIS TWG needed to articulate a

shared vision for LMIS in Zambia that would guide

the requirements development process, as well as

the design and development of the new

computerized LMIS. To create this shared vision,

the TWG first developed user scenarios to describe

how the work of key supply chain management

and health service delivery staff might look

different in the future as a result of a strong,

vibrant LMIS. In small teams, the group discussed

their vision for how supply chain management

tasks would be carried out in 5 to 10 years for key

logistics staff, such as national-level directors,

district pharmacy and laboratory staff, MOH Information and Communication Technology staff, and technical

staff at the central stores and SDPs. By imagining what the logistics tasks of the staff could look like in the

future, the teams articulated key themes that contributed to the overall vision of the LMIS in Zambia.

Developing and Validating User Requirements

With CRDM, the Zambia team could develop and validate common business processes, activities, and

requirements without starting from scratch. The group organized their feedback quickly and effectively, cutting

weeks—if not months—off of the usual process of collaborative requirements development. As Wendy Bomett,

senior management information system advisor at the USAID | DELIVER PROJECT, said, “I have been working

with teams to develop user and system requirements for more than a decade, and I have never experienced

such an effective and collaborative method for developing requirements. Getting the perspective of users is

crucial to information system architecture and design, and the CRDM allowed us to gather user feedback from a

variety of key stakeholders faster than I imagined possible.”

The first step was review and validation of generic logistics business processes to adapt them to the actual

business process flows currently used in Zambia for both public sector commodities and commodities

distributed by the Churches Health Association of Zambia. Business processes are a set of activities and tasks

that logically group together to accomplish a goal and are often displayed as flow charts or sequenced

activities; the logistics business processes used in Zambia are shown in Table 1. The TWG members were



divided into four small groups, with each group focusing on one or two business processes. Each team

presented its modified business process flow back to the group and discussed the changes until they reached

agreement on the key activities and process flow.

Table 1. Business Processes in Zambia’s LMIS Framework

No. Primary Processes

1 Requisition

2 Receiving

3 Storage

4 Order processing

5 Transport

6 Dispense/usage

7 Forecasting

8 Procurement

After agreeing on the business process flows, the teams validated and refined the user requirements for each

of the activities within the business processes. They walked through each activity and each requirement, and

made changes to reflect the context in Zambia. For all processes except procurement, additional requirements

were identified and documented. After all the requirements were documented, each member of the TWG

identified the areas that he or she felt needed the most attention, based on the systems in place in Zambia

today. Through this voting process, the TWG identified the business processes and activities of highest priority

to be addressed with a new LMIS solution to strengthen logistics in Zambia.

Finally, the TWG identified and described the interdependencies between the processes that make up the full

LMIS. This step helped to illustrate the linkages between processes and the importance of integration and

data flow between systems that make up the entire LMIS in Zambia.

A major focus of the CRDM was to place careful attention to the functional view of user and system

requirements and to explicitly avoid computer jargon and discussions of actual software and hardware

solutions. This way, the entire project focused on the “what” and “why” descriptions of LMIS, not on the “how”

or the physical information technology solutions that might be used to implement the requirements. In Zambia,

adapting the common requirements from the CRDM to the local context resulted in a set of eight business

processes prioritized in order of the most likely to improve the performance of logistics management. The

process also provided the TWG with a set of user and system requirements that can be used to evaluate both

current and future systems that address LMIS needs in Zambia.

A New Logistics Management Information System Under Way

Six months after the initial requirements development workshop, the LMIS TWG in Zambia has made significant

progress toward their LMIS vision—the development of a new central-level computerized LMIS to better

capture and manage orders from health facilities. The team has used the requirements developed in the initial

workshop to vet existing systems in Zambia, as well as to evaluate systems in other countries to assess their

compatibility with Zambian requirements. The MOH Information and Communication Technology Department is

playing a leadership role in this initiative, helping to guide the landscape analysis and procurement process for

the new system.

To better manage the project, the LMIS TWG broke down the work into 90-day “bite size” phases, with joint

workplans that designate a leader for each activity—a technique that has proven to be a tremendous success.

The 90-day workplans help the TWG to accomplish certain deliverables within a short period of time; it has

been a critical tool for maintaining momentum with a large stakeholder group. Small groups meet during the 90

days of the plan, and the full stakeholder group comes together at the end of each phase to review

recommendations, provide feedback, and set the agenda for the next 90-day period.

The CRDM and the application of the process in Zambia showed that this methodology can be very valuable to

countries, donors, technical agencies, and software developers when preparing requests for proposals,

evaluating alternative solutions, conducting landscape analysis, and developing LMIS solutions. The CRDM

helps key stakeholders, managers, and users to develop a shared understanding of what is required of an

information system, and it enables those stakeholders, managers, and users to quickly develop the right

processes and requirements. In Zambia, the process is not only resulting in a new computerized LMIS that

meets the country’s needs—it is providing the MOH and in-country stakeholders with a framework to design

and manage future information system investments.

For more information about CRDM, please visit http://openlmis.org/shared-approach/introduction-to-crdm/.
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