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Opportunity & Objectives
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Vaccines save
millions of lives
each year

by protecting
children against
serious and
preventable
disease.




1. Healthy children + families =
Increased Prosperity
2. Immunization + nutrition =

Healthier Families
Global support % (i =
. . Healthy lives + well-being
fO r iIncreasli ng 4. Vaccines support cognitive development

through better health = Improved
Learning

5. Immunization =
Empowered Women & Girls

6. Clean water, sanitation & hygiene
(wash) + vaccines = Less Disease

7. Efficient supply chain equipment =
Cleaner Environment

8. Healthy population =
More Productive Workforce

9. Healthy vaccine market =
Innovation

10. Better health =
Increased Equality

11. Protected urban public health =
Healthier Cities

13. Vaccines = Mitigation of Climate
Change Impact

16. Strong health systems =
Long-term Stability

17. Innovative partnership =
Unprecedented Progress

immunization

14 of the 17 United Nations
Sustainable Development Goals
demonstrate the social and
economic value of increasing
immunization coverage.




The importance of
the supply chain

. AN
Each successful vaccination )
depends on a complex
immunization supply chain (iSC)
to ensure that the correct
vaccine is administered at the
right cost, time and place.
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Opportunity & Objectives

The challenge

Significant investments in new vaccines over
the last decade have caused them to increase
in both volume and value.

The world’s vaccine supply chains must be
prepared for increasing complexity, storage
capacity and investment at every stage of the
journey, from transport to storage and
distribution.




A global initiative to improve
immunization supply chains.

The Effective Vaccine Management (EVM)
global initiative provides materials and tools
needed to monitor and assess vaccine supply
chains and help countries improve their supply
chain performance.







EVM enables
countries to
strengthen the iSC

When all links in the supply
chain are effectively monitored,
assessed and continually
improved, the health and
wellbeing of people across our
country and around the world
improves.
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EVM sets
performance
standards

EVM establishes high standards
of performance to ensure the
reliability, quality and
availability of vaccines when
and where they are needed.
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Collect and review

EVM SU ppOftS evidence to identify

. ONTINUOUS

Conti n uous ifl(eias;;eer;i:& Go‘,\“ﬂ 10C "Pko"&rgm_ C;enac;c(; \F/)iesig;,o i;carla'::-lzgz
- opportunities, and for iSC improvement
I m p rove m e nt bottlenecks

EVM starts with an assessment

that identifies strengths and

weaknesses along the supply

chain, informing a plan for

implementing improvements

and monitoring ongoing

performance. This process leads

to a cycle of continuous _

improvement — one with mrf;tn:;mationl

agility to update alongside measure progress Disseminate plan,

. . . toward outcomes
learning and innovation.

ensure funding and
put plan into
operation
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EVM assists
immunization
programs by:

® Building in-country iSC
management capacity

® Supporting implementation
of iSC best practices

® Attracting funding for iSC
improvement
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iISC and EVMM
_ evolution




EVM transforms
the iSC through a
collaborative
process

For the past decade, EVM has
been used to conduct
assessments and improve
supply chains in more than 80
countries.
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iSC Challenges & EVM Evolution

An improved tool

EVM2 builds upon the original EVM assessment
tool by providing countries with an agile and
sustainable solution for engaging in a process
of continuous improvement that allows users
to better identify the root cause of the
challenges, plan for improvements, implement
the changes and then continuously monitor to
make sure they are on the right track.




iSC Challenges & EVM Evolution

e Ease of use

Designed for easy, quick and accurate use on
devices by staff at all levels.

EV M 2 Offe rS n ew ° Redesigned questionnaire

Yields better insights into supply chain inputs,
outputs and performance for cIP development.

tools to support
implementation

e Targeted assessments

Multiple targeting options are available to
customize an assessment to suit a country’s
needs.

18




EVM2 saves crucial time and money

D & ¥

Reduces need for R'ec!uces. Enables targeted Builds national talent
external support administrative assessments and and capacity
overhead improvements
EVM?2 environment WHO hosts the EVM Assess any aspect of a Reduces dependence on
managed by a single EVM database and provides country’s supply chain as third-party partners
Manager tech support frequently as necessary
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Assessors receive automated tools for improved accuracy

.(:J .
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Supports

Automates complex
calculations

Improves ease and

self-learning accuracy of reporting

Integration with the PQS In-app resources provide Templates make reports,
Cold Chain Equipment question guidance in real- data analysis and cIP
(CCE) Devices Catalogue time throughout the recommendations easy,

assessment accurate and fast
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Everyone collects
greater insights,
in real time

The assessor can share
visualizations like the dashboard
or performance on specific
criteria with the facility manager
at the conclusion of the
assessment. Real-time results
allow real-time improvements.
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Overview of
the EVM
assessment




Effective vaccine
management

EVM is a tool and process that
assesses each component of
the immunization supply chain,
such as the people and
management, infrastructure
and equipment, or policies and
procedures, looking for
strengths and weaknesses. This
allows countries to develop
plans and allocate resources to
implement improvements
where they are needed most.
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Different types of
assessments

EVM2 assessments can be
customised to meet the needs
of each country.

Parameter

Determines...

Type Whether to make a random site selection or pick individual locations

Range Whether to include locations from the entire country or only those in
specific administrative units (AUs) in the random site selection

Sample Whether to make a single random site selection for the entire country or
make individual ones for each AU

Scope Whether to assess all EVM requirements or only a subset; for example, only

E5 Maintenance and repair

24



Type

Determines whether to make a random site
selection or pick individual locations.

e Full: use random site selection
e Targeted: pick individual locations

The site selection methodology used in EVM1 is used
in EVM2. The only difference is that in EVM1 the tool
was an Excel file, and in EVM2 the tool is the EVM
website.




Range

Determines whether to include locations from
the entire country or only those in specific
administrative units (AUs) in the random site
selection.

AU= area of the country, for example Texas in
the USA or Wuhan in China.

National: include all locations in site
selection

Sub-national: only include locations in
specific Aus

For example, if Subnational is selected in the United
States of America, the manager can choose to create a
subnational assessment for California and Oregon only.




Sample

Determines whether to make a single random
site selection for the entire country or make
individual ones for each AU (area of the
country).

e Single: make a single random site
selection

e Multiple: make separate random site
selections for each AU

If ‘Multiple’ is selected, many more sites will be
included. The benefit is that a representative sample is
drawn for each AU, and direct comparisons can be
drawn to individual AUs or groups of AUs.




Scope

Determines whether to assess all EVM

requirements or only a subset.
e Al
e Partial

For example, if only the criterion E5 Maintenance and
Repair is selected, the assessment will only ask
questions relating to these functions.




EVM?2 assessments can be
customised to meet the needs of
a country.

The figure on the right shows the

assessment parameters that can
be configured by the country
manager when creating an
assessment.

|:| Required for validation by EVM Secretariat

I:I Internal EVM assessment

Full

National

Create assessment

Targetted

Subnational

Multiple

v—¢* Single

All

-

Partial
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Overview of
the entire process

Analyse data

Collect data
Develop
improvement plans
& Share finding
Conduct targeted
assessments

Implement changes
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The preparation before
the training

Engage Set-up, plan & Activate Design & hold

stakeholders cost the assessment the plan the training

Select & orient Country set-up Create the Prepare Tailor the Select Hold the
the core team (vaccine schedule assessment the budget content assessors assessor
& location) training
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The big picture
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TARGETED IMPLEMENTATION
TARGETED PLAN

TARGETED ASSESSMENT
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EVM participants

and roles

EVM LEADERS

National decision-makers who review
assessment outcomes (dashboard)

EVM MANAGER (3 types)
Oversees the EVM project

EVM ASSESSOR

Administers questionnaire

FACILITY MANAGER

Answers questionnaire (warehouse)

HEALTH WORKER

Answers questionnaire (health facility)

TECHNICAL PARTNERS

Global, regional, training institutions. Trains and
manages community network of assessors

TECHNICAL ICT SUPPORT

May be from the MoH. On call to fix hardware and software
in real-time

@ MINISTRY OF HEALTH @ TecHNICAL ASSISTANCE 33



Each role is dependent on the
others, creating a network of
collaborators contributing to urrET

TECHNICAL

system-wide changes. PARTNER

EVM
ASSESSOR




EVM leaders are national
decision-makers

They are part of the Ministry of Health, and are
likely to be EPI managers or CC managers.

* Oversee the system-wide improvement of
immunization programmes

* Secure funding for the programme

* Create a working group

* Communicate with stakeholders for
support and gain their commitment

* [|nitiate EVM assessments

* See that continuous improvements plans
are implemented

* Follow-up and monitor EVM plans

* Inform stakeholders and working groups of
results -



EVM managers oversee their
EVM project

They can work at the Ministry of Health or for a
supporting organization like WHO or UNICEF.

* Lead the overall EVM deployment

* Complete the country set-up

* Create and deliver EVM assessments

* Participate in regular meetings as a
trainer, supervisor, and monitor

* Organize trainings for managers and
assessors

* Oversee the data collection process

* Create the EVM assessment report based
on the findings

* Identify improvements to inform the cIP

* Build the continuous improvement plan
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EVM managers oversee their
EVM project

There are three different types of EVM
managers:

* The National EVM Managers oversee the
EVM project for their country

* The Subnational EVM Managers oversee
the EVM project for areas of their country
designated to them by the National EVM
manager

* The Individual EVM Managers oversee
their own EVM project for facility or
facilities by creating and delivering their
own EVM assessments
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Assessors are supply chain
innovators

Assessors are health programme professionals
who are responsible for assessing health
facilities.

*  Work with the assessment teams
throughout the assessment

* Prepare all materials for data collection

* Visit health facilities

* Assess health facilities

* Gather data

* Complete the EVM questionnaire using the
EVM app

* Analyze the results

* Help to translate results into
recommendations
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Facility managers answer
questions for the facility

They can be the managers of national vaccine
stores, subnational stores, lowest distribution
stores, Service delivery points.

* Manage their facility

*  Perform supervision and training of facility
staff

* Cooperate with the EVM team

* Give truthful answers to the EVM
guestionnaire

* Continue keeping facility running during
the assessment

*  Protect the facility team from receiving a
bad review
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Health workers answer the
questions regarding their
tasks and the facility
inventory & equipment

Health workers can be nurses, first hands, or
other types of health workers who take care of
patients.

* Administer vaccinations
* Learn and apply protocol for patient care
* Record accurate data
* Track the facility inventory
* Track the quality and efficacy of
vaccinations
* Answer questions from the EVM
questionnaires truthfully
40



Technical partners train and
manage the workforce

They are part of global, regional, training
institutions. They train and manage assessors.
® Train assessors to use the tool so that they
can conduct periodic, self-administered,
sub-national assessments

Create locally relevant learning materials
tailored to the user’s learning process
Deliver effective technical support

Build and foster a network of supply chain
and EPI professionals
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The Technical ICT support fixe
software and hardware in
real-time

They may be from the MoH or a partner
institution. They are on call to fix hardware
and software in real-time

* Develop and deliver technical training to
introduce the tool

* Continuously deliver technical support
once the tool is rolled out
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Overview of the EVM Assessmen t

Each step of the EVM cycle is an opportunity
to build knowledge and engagement,
giving countries ownership over the iSC.



2

EVM
Assessors play a critical role MANAGER
in advancing the goals of Analyse data

- Look at results country-wide for a
EVM: data'CO"ectlon ﬁ ﬁ systems view of how the country is

performing. Think critically about
A A

why this is happening.
. EVM HEALTH FACILITY
In EVM2 the assessor plays a major ASSESSOR ~ WORKER ~ MANAGER

role in correctly identifying and
recording the status of the Collect data
) L2 . Meet with facility managers and
immunization supply chain at the health workers to collect
ground level. Through simple °bsefvati°";a”d C‘;“d‘:d |
. . o interviews. Discuss final results.
qguestions, this reality is translated
into sortable data that is used to
create tangible change. /\
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EVM Assessor training agenda:
Becoming expert at data collection

A Shared Vision for EVMM

The objective of Day 1 is to align around a shared
vision for EVM. Participants will learn about the

foundation, the vision and the frameworks of EVM.

DAY 4 .

Field Testing

The objective of Day 4 is to practice field testing
through a test assessment, and to highlight what

felt familiar or different, good or challenging.

DAY 2
A Tool To Realize the Vision

The objective of Day 2 is for participants to
familiarize themselves with the EVM tool.
Understanding how it works, deep diving into the

questions and getting a few hours of practice in.

Understanding Results

The objective of Day 5 is to review the week, fill
any remaining gaps, understand the results and
how we can use them and talk about continuous

improvement and next steps.

—
—

DAY 3
Collaborative Data Gathering

The objective of Day 3 is to prepare for the day of
field testing, by uncovering where we will go, who
we will encounter, what we will see and ultimately

how do we collect data.

Practicing Field Testing

Once the training week is over, 2-3 practice
assessments are necessary in order to familiarize
ourselves even more with the tool and the process,

in preparation for the national assessment.
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Learning
Review




Write your answers
on a piece of paper to
be discussed with the
rest of the team.



What is the main
purpose of EVM? “



How do we ensure
vaccines are

delivered at the right
cost, time and place?




What are the 4 steps
of continuous

improvement?
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What is an EVM2
benefit for the EVM

Manager?




What is an EVM2
benefit for the EVM

Assessor?




EVM2 empowers people at national
and local levels to directly impact the future of
immunization in their country.




Congratulations on
completing module 1!




