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Introduction
In May 2012, 194 member states of the World Health Assembly endorsed the Global Vaccine Action Plan (GVAP), a

framework to prevent millions of deaths by 2020 through more access to existing vaccines that is equitable for people
in all communities. GVAP describes building capacity of managers and front line health workers as a recommended
action to support strong systems. Because of this recommendation, immunization programs in ministries of health
throughout the world have included workforce development initiatives among their GVAP activities. Countries lack

guidelines to help them address workforce planning, management and evaluation.

Stakeholders agreed on the need to describe all competencies required for an immunization program to succeed at all
levels: National, provincial, district and community. The use of competencies helps countries better distribute

resources as per required functions and more adequately define roles and responsibilities of health workforce.

Development Process

The United States Centers for Disease Control and Prevention (CDC) led a working group of key partners (listed in
Acknowledgements) to define standard competencies. The working group used four data collection methods in a

step-wise approach to define competencies.

1. Organizational objectives of an immunization program were defined using a literature review of existing
immunization strategy, guideline and reference documents.

2. Using the organization objectives as a guide, a development committee of the working group conducted
a literature review. The development committee also queried subject matter experts to define the

Ill

attributes of a successful immunization system (“successful” meaning an immunization system that was
meeting its objectives). The larger working group reviewed and revised the attributes.

3. Using the attributes as a guide, the development committee again conducted a literature review and
interviewed subject matter experts to develop a draft of the work functions that are required at each of
the four levels. The draft was reviewed and revised by the larger working group.

4. To develop the competencies, in addition to the three data collection methods described for the first
three steps, key informant interviews were conducted with immunization officers, largely at the national

and district level.

After completion of the first draft in late 2016, the World Health Organization (WHO) proposed publishing the
standard competencies as normative guidance for countries’ immunization programs. This work was presented at the
April 2017 meeting of the Strategic Advisory Group of Experts (SAGE). SAGE agreed with the WHO proposal and
emphasized the importance of looking at functions and competencies from a health system perspective. SAGE also

recommended piloting in a variety of country contexts.

In October 2017, WHO convened a group of immunization experts to review and make recommendations on the first
draft of domains, work functions and standard competencies at the national level of the immunization program.

Those recommendations were integrated into the draft document.

Rev 20 December 2018 1
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About this Document

This document is intended to support the assessment, design, development and evaluation of workforce
management and development. It is based on a framework that links the competencies of the workforce to the
objectives of an organization, both for planning and for monitoring.

Organizations define objectives based on their mission. They determine the attributes that would indicate they are
meeting their objectives at an agreed-upon level of quality. Based on those attributes, they are able to identify the
work functions that are needed to produce quality outputs as well as the competencies that are needed to do the
work. Competencies inform key aspects of the human resources function in an organization. Competencies can be
used to determine whether work functions are being accomplished to the standards of quality that have been set,
and can demonstrate if the organization is meeting its objectives.
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Assumptions

e The EPI functions within the broader health system of a country

e Underlying governance, stability and national infrastructure are essential to vaccination systems

e Interaction, communication, feedback are critical across levels and domains

e Decentralization may move some functions between national, provincial and district levels

e The work done at each level is not necessarily done by a single individual

e Additional competencies that are not specific to immunization, such as information technology, laboratory

systems, accounting, and human resources management, are essential to a successful EPI.

Notes:

e  Supervision for all domains is included in Human Resources and Performance Management domain

e  Program monitoring is described in the Monitoring, Evaluation and Data use domain

Glossary of Terms

Attributes The observable characteristics of an immunization
program that is meeting its objectives

Competency Knowledge, skills and attitude required for successful
work performance. Written as broad statements, they
can be used to develop detailed learning objectives for
training.

Work functions The tasks that are required for an organization to meet
its objectives

Rev 20 December 2018 3
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Abbreviations
AEFI Adverse events following immunization
cMYP Country multi-year plan
EPI Expanded program on immunization
EU European Union
HMIS Health management information system
HSS Health system strengthening
IDSR Integrated disease surveillance and response
LMIS Logistics management information system
MOH Ministry of Health
NRA National Regulatory Authority
SOP Standard operating procedure
uMcC Uppsala monitoring centre
VPD Vaccine preventable disease
WASH Water, sanitation and hygiene
WHO World Health Organization
Rev 20 December 2018 4
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How to Use this Document

This document can assist immunization programs in revising or developing policies related to their workforce,

including hiring, staff development, and human resources planning. There are three major components:

Component Use this for Example
Attributes e Developing program performance As part of its strategic planning at the national
indicators for domains and levels of the level, an immunization program reviews the
system attributes and confirms that it has all the
e Checking program performance components in place for vaccine delivery but
indicators to ensure all aspects of an EP| | recognizes that it lacks a strategy to
are being monitored. communicate and advocate with partners.
e Linking worker performance to outcomes
Functions e Developing/reviewing terms of reference | A country moves from a centralized to de-

or job descriptions

Reviewing system processes for
effectiveness and efficiency
Redesigning work processes

Identifying the appropriate functions at
varying levels of the system
Re-organization of responsibilities, such
as decentralization or centralization

centralized structure. It reviews all the
functions described for national level and
selects specific functions to move to the
provincial level. Management could then use
the competencies sections to identify which
competencies will now be required at the
provincial level and designs a competency
development plan.

Competencies | e

Linking work functions to required
competencies

Developing/reviewing terms of reference
or job descriptions

Conducting training needs assessments
and creating training plans

Determining criteria for career
development

Developing staff performance
requirements

An immunization program is moving to a
merit-based salary structure. It modifies the
standard competencies to create job
descriptions describing ‘junior’, ‘competent’
and ‘senior’ levels of proficiency. It then uses
the new competencies to create competency-
based training programs that will enable staff
to advance in their career.

Rev 20 December 2018
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Important notes

1. This document is not intended to be a regulatory document nor a training curriculum. It is expected that
countries or agencies will customize it to fit their needs.

2. The attributes, functions and competencies describe an organization and workers who are fully meeting
expectations in a ‘typical’ environment. Immunization programs may want to expand the descriptions to
define additional proficiency levels such as ‘junior’ or ‘senior’.

3. The Human Resources and Performance Management domain includes work functions and competencies
that may be required of any manager in the immunization program, not only those in the EPl human
resources department. In this way, some Human Resources competencies can be considered foundational.

4. Almost every job in immunization requires some level of proficiency in foundational competencies of
Management and Leadership and Vaccine Preventable Diseases and Program. Consider this when
conducting any type of task or performance analysis.

5. Competency statements by definition are broad. They are not sufficiently detailed to develop accurate
training curricula. When conducting training needs assessments or training design, break down the
competency statements into finer levels of detail to uncover the specific learning objectives that are needed.

Rev 20 December 2018 6
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Attributes of a successful immunization program by domains and organizational

Attributes of successful EPI

level
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EPI Objective

According to the World Health Organization, the goal of the Expanded Program on Immunization is “universal access

. . 1
to all relevant vaccines for all who are at risk.”

To achieve this goal, countries provide and manage products and services at the national and subnational level, using

international guidelines as well as procedures to address specific country needs.

Countries establish specific objectives to reach the overall goal of immunization for all.

EPI Services

The immunization program is a complex system, composed of specialty areas which are interconnected. For a

program to be successful—to reach its goals, work is done in the following major domains:

Advocacy and Communications

Disease Surveillance, Investigation and Response
Human Resources and Performance management
Monitoring, Evaluation and Data Use

Policy, Planning, and Finance

Safety of Vaccines and Immunization

Vaccine, Supplies and Logistics

©® N o v A wWwDN R

Vaccination Service Delivery: Routine and Supplementary activities

! World Health Organization, 1 December 2013
http://www.who.int/immunization/programmes_systems/supply_chain/benefits_of immunization/en/
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Description of the competencies that are needed in a
successful immunization program

This document defines competencies for eight technical domains, as well as two foundational domains.

Management and Leadership

Foundational competencies

Set a vision and direct people and resources to support universal access to all
relevant vaccines for all at risk

Vaccine Preventable Diseases and
Program

Explain how vaccines work and apply knowledge about immunizing agents per
national guidelines

Technical competencies

Advocacy and Communications

Effectively communicate verbally or in writing in a manner appropriate for the
target audience in matters related to EPI

Disease Surveillance, Investigation, and
Response

Operate systems that monitor immunization coverage, VPD incidence and
prevalence, and respond to VPD outbreaks

Human Resources and Performance
Management

Plan and manage staffing, performance management and workforce
development for immunization staff and community volunteers, either as part of
a human resources department or in a technical management position

Safety of Vaccines and Immunization

Develop & maintain processes to ensure safe storage, transport,
administration, and disposal of vaccine

Monitoring, Evaluation, and Data Use

Develop and use M&E systems to monitor the effectiveness of EPI activities at
all levels of the system

Policy, Planning, and Finance

Develop and implement policies and plans that address implementation, quality
and coverage objectives

Vaccination Service Delivery
District and community level only

Safely deliver appropriate vaccines to the target population in a manner that
optimizes coverage

Vaccine, Supplies and Logistics

Rev 20 December 2018
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safe transport and storage of vaccine
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The Work and Competencies by Level

National Level

Advocacy and Communications

1. Advocate to key stakeholders to foster political support for immunization as national priority, generate and sustain
adequate resourcing

2. Cultivate national and international partnerships

3. Build and maintain relationships and share appropriate information with key authorities, CSO and NGOs, professional
associations, private sector, and media.

4. Engage with media to inform and communicate key messages and events

5. Ensure the development, implementation, and regular updating of a national plan for advocacy, communication, and
stakeholder engagement

6. Develop national risk communication plan and strategies according to the type and the source of event

7. Contribute to maintaining a national working group to ensure regular coordination on planning of all aspects of
advocacy, communications, and demand promotion

8. Support the development and dissemination of key tools and resources (e.g. messaging frameworks, training materials)

9. Conduct research to guide the development, implementation, and measurement of communication strategies

Competencies

1. Negotiate with high level officials and decision makers

2. Build trust-based relationships with internal and external partners

Use knowledge of health communication, risk communications, and social marketing principles to develop a
communications plan for immunization

Select the appropriate medium for communicating with a target audience

Prepare and deliver complex technical content for various audiences

Prepare a media kit

Design and conduct a communications study (e.g. communication environment analysis, audience analysis, behavioral
analysis, communication channel analysis)

8. Develop and implement a communications plan during an emergency

9. Develop and implement a communications strategy monitoring plan (e.g. demand creation)

10. Collect, analyze and interpret monitoring and other communications data

11. Make programmatic decisions based on evidence

2

SUNCIRCUIE
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Disease Surveillance, Investigation and Response

1. Develop and communicate, and implement VPD disease surveillance, investigation and response guidelines

2. Develop and manage VPD surveillance system processes and tools (e.g. standard operational procedures, case
investigation forms)

3. Monitor implementation of surveillance system guidelines (e.g. monitor quality of surveillance system against

indicators, supervision)

Conduct surveillance system improvement activities

Conduct epidemiologic analyses and summarize data in a timely manner (e.g. person, time, place)

Communicate information to appropriate levels and groups (e.g. international & subnational reporting)

Monitor quality of public health labs that conduct VPD specimen testing

Collaborate between field and laboratory surveillance systems

Coordinate VPD surveillance with integrated and other disease surveillance systems (e.g. IDSR)

10. Coordinate or lead outbreak investigation and response activities across different health sectors (e.g. EPl, WASH, other
disease programs)

11. Conduct or coordinate epidemiological studies as needed to answer relevant VPD questions (e.g. vaccine effectiveness)

12. Coordinate and share information with national health information systems (e.g. DHIS2, HMIS)

LNk

Competencies

1. Describe objectives of VPD surveillance by disease and how the different systems answer those objectives

2. Design and implement a VPD surveillance system

3. Design and implement a surveillance system monitoring plan

4. Triangulate data from multiple data sources to identify potential issues as well as synthesize information to inform
actions Use technology to manage, analyze and interpret surveillance and other epidemiologic data

5. Collect, analyze and interpret surveillance system monitoring data

6. Make actionable recommendations based on surveillance or other epidemiologic data

7. Write technical reports

8. Design and conduct a VPD surveillance system evaluation

9. Lead surveillance quality improvement initiatives/projects

10. Identify and communicate the limitations of a surveillance system

11. Based on analysis of surveillance data, determine when a scientific study is needed

12. Write a study protocol

13. Conduct a field study, including under urgent conditions (e.g. outbreak investigation)
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DRAFT Standard Immunization Competencies Framework DRAFT

Human Resources and Performance Management

Provide recommendations and advocate for national HR policies to support immunization program needs
Assess staffing needs at all levels of the Immunization program

Develop a plan and define strategies to fill permanent or temporary staffing needs at all levels

Provide guidelines and indicators for performance management (e.g. supportive supervision/ task
shifting/delegation/disciplinary action)

Monitor workforce performance indicators and provide recommendations employees

Develop and maintain job descriptions in coordination with national human resource authorities

Create workforce development strategies based on training needs assessments

Coordinate development of guidelines for and implementation of training and on-the-job support, coaching and
mentoring

9. Contribute to creating an environment that supports career development and staff retention

10. Develop guidelines and a system for conducting supportive supervision

11. Assist in building the capacity of staff working at all levels to meet immunization program objectives

1. Use knowledge of key human resource methods and best practices (e.g. workflow analysis, staff turnover, succession
planning, competency-based training) for workforce decision making

Conduct, interpret and use a staffing needs assessment

Develop solutions for complex human resource problems

Forecast and plan for human resources needs

Write a job description

Manage staff recruitment including conduct a job interview, evaluate suitability of candidates
Manage, analyze and interpret human resources data

Make actionable recommendations based on evidence

Manage the national performance review system

10. Conduct a staff performance review and provide constructive feedback

11. Establish indicators for human resource performance (e.g. staff turnover rate)

12. Design, develop and implement a VPD staff workforce development intervention, including training
13. Train staff to effectively and efficiently perform immunization program tasks

14. Design and conduct training evaluations
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DRAFT Standard Immunization Competencies Framework DRAFT

Monitoring, Evaluation and Data Use

Identify data needs and develop monitoring and evaluation plans and tools

Define standards for M&E and data use for subnational levels (e.g. indicator definitions, format, frequency)

Collaborate with national groups/departments to establish standards (e.g. denominators, data sharing)

Create guidance around data protection and ensuring security of data.

Design and manage immunization components within national health management information system

Manage and interpret data, and use data for decision making

Monitor policy, plans and budget implementation; and performance indicators

Calculate and report on indicators to the national MOH, international and/or regional bodies (e.g. Joint Reporting

Form)

9. Provide feedback to subnational level on reported data, quality, performance indicators and interpretation

10. Operate a knowledge management system to organize, maintain and share a repository of studies , publications,
assessments, and other immunization system documents

11. Budget and manage supply and distribution of data management instruments

12. Develop and implement quality assurance processes and tools

13. Design and conduct periodic program evaluations and special studies

1. Design an immunization program monitoring, evaluation, and data use plan

2. Use technology to manage, analyze, and interpret immunization program data

3. Triangulate data from multiple data sources to identify potential issues as well as synthesize information to inform
actions

4. Identify and use appropriate epidemiologic and other data tools to properly analyze data to inform program

management

Recognize data quality issues and limitations

Make actionable recommendations based on evidence

Write technical reports

Determine when a special study (e.g. operational research, economic) is needed

Design a special study based on program requirements

10 Operate a knowledge management system

11. Design and conduct program evaluations

12. Advocate for evidence based decision making when facing logistical or political obstacles
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DRAFT Standard Immunization Competencies Framework DRAFT

Policy, Planning, and Finance

1. Set national vision and targets for immunization

2. Define and revise national immunization policy and schedule based on scientific evidence, epidemiological priorities,
program data and health equity

3. Adapt and ensure that national policies comply with international regulations/guidelines and contribute to global
health goals and Global Vaccine Action Plan (GVAP)

4. Develop multi-year strategic plan for immunization (e.g. cMYP), including priorities, targets, strategies and budget to
achieve national immunization objectives

5. Engage appropriately with national advisory groups, e.g. National Immunization Technical Advisory Group (NITAG),

Interagency Coordinating Committee (ICC)

Integrate immunization planning appropriately into broader plans, e.g. HSS

Develop annual operational plans for immunization

Provide guidance for development and facilitate implementation of micro-plans at subnational and community levels

Mobilize resources from internal and external sources (e.g. Gavi, Global Fund, EU funding programs and other grant

applications)

10. Budget for and monitor resources, track expenditures and ensure timely flow of funds through the system

11. Prepare periodic reports

12. Ensure compliance with public finance regulations, audit and accountability requirements

Make programmatic decisions based on evidence, policies and regulations

Use knowledge of public administration and public financial management regulations for planning and policy making
Write technical, policy and planning documents

Set strategic targets and priorities to achieve national immunization goals

Develop short term and long term strategies and operational plans

Plan and manage national projects (e.g. introduction of new vaccines, coverage surveys and national immunization
days)

7. Implement plans, programs and policies (e.g. national immunization schedule)

8. Prioritize activities and risks

9. Use technology to analyze and interpret program and economic data

10. Develop and manage budgets

11. Develop a forecast for immunization program resource requirements

12. Foster a culture of accountability for effective use of resources

13. Develop proposals for funding
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DRAFT Standard Immunization Competencies Framework DRAFT

Safety of Vaccines and Immunization

E

©w N o v

10. Develop guidance and policy on safe immunization practices including safe disposal of waste

Establish and manage an AEFI surveillance system to ensure timely detection, investigation and response to issues with
vaccines, immunization errors and error-related reactions, signal detection and causality assessment

Liaise with the National Regulatory Authority (NRA) to obtain vaccines that are of assured quality, efficacy, and safety
Establish and ensure functionality of national expert committee on vaccine and immunization safety

Develop and update SOPs with clearly identified roles and responsibilities of each staff category involved in AEFI
surveillance, and guidelines

Coordinate or lead investigations at national or subnational level
Facilitate causality assessment and advise further research as appropriate
Provide guidance and feedback to subnational levels and public

Share AEFI data with international agencies (WHO, UNICEF, UMC) and manufacturers
Participate in/coordinate with — in communication plans to address ongoing issues (public and media awareness) and in
crisis communication plans during crises

1. Develop and implement a vaccine and immunization safety-monitoring plan

2. Design and implement an adverse event following immunization (AEFI) surveillance, response, and investigation system

3. Use technology to collect, analyze, and interpret vaccine safety data

4. Make programmatic decisions based on evidence, relevant national legislation, international standards, and regulations
and safety databases

5. Write standard operating procedures and technical reports for vaccine and immunization safety

6. Conduct AEFI program quality assessments and make improvement recommendations
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DRAFT Standard Immunization Competencies Framework DRAFT

Vaccines, Supplies and Logistics

=

Develop multi-year strategic and annual work plans for the immunization supply chain

Develop, update and disseminate standard operating procedures and guidelines for effective management of the
supply chain

3. Forecast and procure appropriate vaccines and immunization related materials

4. Define and implement vaccine arrival procedures (includes customs clearance)

5. Implement and enforce proper vaccine handling, storage and distribution procedures

6. Execute end to end temperature monitoring
7

8
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Maintain cold chain inventory, assess and plan for cold chain equipment and spare parts
Establish and implement a cold chain equipment maintenance system
. Establish, maintain and update stock control/logistics management information system (LMIS)
10. Ensure the availability of transport for distribution of vaccines, supplies and supervision
11. Develop protocols and ensure safe disposal of waste
12. Introduce and maintain performance indicators for monitoring and evaluation of the immunization supply chain and
logistics system synergies and partnerships on optimizing immunization supply

Analyze outsourcing needs, contract administration and contract management

Manage and maintain infrastructure (transport, cold chain)

Assess needs and select and implement appropriate product solution (vaccine, cold chain, immunization supplies etc)
Forecast vaccine, cold chain, supply and logistical needs

Co-ordinate with others on procurement

Develop vaccine arrival, storage, transportation, vaccine management and waste management processes

Develop and implement effective end to end temperature monitoring

Define policy and processes for repair and maintenance of cold chain equipment, temperature monitoring devices
Design and implement an LMIS

10. Develop and implement a supply chain monitoring plan

11. Use an LMIS to collect, manage, analyze and interpret supply data

12. Collect, analyze and interpret supply chain monitoring data

13. Make programmatic decisions based on evidence

14. Write technical reports for supply chain

15. Write a standard operating procedure for supply chain

16. Apply knowledge of legal and manufacturing frameworks and constraints to vaccine procurement
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DRAFT Standard Immunization Competencies Framework DRAFT

Vaccination Service Delivery

It is assumed that national level staff do not work with service delivery directly. Rather the work described in the technical
and foundational domains supports quality service delivery at the lower levels

Foundational: Management and Leadership

1. Define and communicate the organization’s vision, mission and strategies

2. Make effective, ethical, and timely decisions that match available resources

3. Integrate core values, integrity, equity and accountability throughout all organizational practices

4. Foster a culture of evidence-based decision making, use of scientific knowledge and continuous improvement
5. Communicate verbally and in writing in a credible, effective way to various target audiences

6. Use interpersonal communication skills to motivate, collaborate, and build alliances

7. Use technology such as the internet, smart phones and informatics applications to complete immunization tasks
8. Conduct situation analysis (e.g. stakeholder, landscape)

9. Solve problems and deal effectively with uncertainty and complexity

10. Manage time by prioritizing and delegating work

11. Create a safe and trust-based work environment

12. Plan and manage projects

13. Conduct a meeting

14. Supervise staff performance
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DRAFT Standard Immunization Competencies Framework DRAFT

Foundational: Vaccine Preventable Diseases and Program

Competencies

1. Apply knowledge of key epidemiologic and clinical features of each vaccine-preventable disease to making decisions

2. Access and use information regarding vaccines, immunization trends and policies (e.g. schedules, presentations,
handling, dosage, delivery technologies, etc.)

3. Apply public health sciences (epidemiology, biostatistics, social sciences, informatics) to decision making and planning

4. Integrate knowledge about the main steps in vaccine development and evaluation into decision making

5. Describe diseases, basic immunology, herd immunity and vaccines to an audience with varying levels of scientific
knowledge

6. Consult current WHO position papers, recommendations, national, global and regional strategies and initiatives,
national committees/advisory groups and other resources

7. Describe relevant national and international health regulations and legal frameworks, including the national regulatory
authority

8. Provide evidence on the need for a new vaccine or for a changed indication or presentation of a current vaccine

9. Communicate evidence on the need for vaccines and the role vaccines play in preventing disease

10. Use detailed knowledge of the country’s immunization program and international regulations and guidance to
implement immunization policies
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DRAFT Standard Immunization Competencies Framework DRAFT

Provincial Level

Advocacy and Communications

Advocate EPI priorities to national level and with partners

Collaborate with partners to plan and conduct fundraising

Prioritize outreach services

Review and improve community outreach strategies

Coordinate communications with cross-sector & provincial leaders

Develop risk and other communication strategies, messages and material addressing local/state issues and concerns
Respond to stakeholders and media in cases of acute events

Monitor population knowledge, attitudes and practices

Share lessons learned with lower levels

LNV AEWNPRE

1. Develop a communication plan for a program or project

2. Develop a risk communication plan

3. Interact with the media, including holding a press conference

4. Use technology appropriately to communicate with stakeholders

5. Conduct a stakeholder analysis

6. Negotiate with stakeholders

7. Develop and deliver a formal technical presentation to a decision maker
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DRAFT Standard Immunization Competencies Framework DRAFT

Disease Surveillance, Investigation, and Response

Conduct regular VPD surveillance summary & analysis
Monitor & improve the quality of surveillance data
Lead outbreak investigation and response when needed

Supervise and ensure disease surveillance, investigation and response quality
Conduct epidemiological studies
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Competencies

Operate a VPD surveillance/health information system
Prepare a surveillance summary report

Lead an outbreak investigation

Conduct epidemiological studies
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Human Resources and Performance Management

Adapt national performance standards as needed

Staff district and provincial positions in coordination with provincial and/or national human resource authorities
Plan and provide supportive supervision for provincial, district and health facility employees

Train/mentor district staff and health facility supervisors

Conduct staffing planning

Conduct staff performance reviews and provide constructive feedback

Manage change

NoukwnNpeE

1. Conduct human resources planning

2. Provide supportive supervision for district employees

3. Supervise district staff performance & development

4. Mentor district staff and health facility supervisors

5. Write a job description

6. Conduct a job interview

7. Develop a staff performance plan
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DRAFT Standard Immunization Competencies Framework DRAFT

Monitoring, Evaluation, and Data Use

Collect and/or review reported administrative data from lower levels

Manage data and assess quality using set parameters

Coordinate with gatekeepers of provincial and/or national information system
Conduct data quality assessments (DQA)

Implement vaccination coverage surveys

Develop and implement quality assurance tools (ex, checklists)

Monitor program processes for continuous improvement

Monitor performance indicators and disease occurrence

Evaluate program components, strategies and interventions

10. Report key information to higher levels and key stakeholders

11. Provide feedback on reported data, quality, performance indicators and interpretation
12. Conduct regular reviews; ex, meetings with district/local level

13. Make programmatic decisions based on quality evidence & report to next level

WoNOUAEWNE

Analyze & interpret quantitative & qualitative data from a survey, surveillance or other source
Use quantitative methods to monitor an EPI program

Develop a monitoring plan

Conduct data quality assessments (DQA)

Lead a quality improvement project

Develop data archiving policies

Conduct an EPI performance review

Use data analysis to set priorities and take action

. Prepare performance reports

10. Disseminate findings to stakeholders
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DRAFT Standard Immunization Competencies Framework DRAFT

Policy, Planning, and Finance

1.

N Uk

Set provincial policies and standards

Compile and review district microplans

Plan or adapt and implement programs and projects with key stakeholders, ex.
e  Macroplan (annual and multiple year)
e SlAs
e Vaccine introduction

Assist with resource mobilization

Prepare proposals

Manage budget and other resources

Develop quarterly provincial work plan

Implement policies

1. Use evidence for priority setting and planning

2. Develop multi-year and annual program plans

3. Prepare a proposal

4. Manage a provincial-level project, such as the introduction of a new vaccine or a coverage survey

5. Manage funds and other resources

6. Implement plans, programs and policies
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DRAFT Standard Immunization Competencies Framework DRAFT

Safety of Vaccines and Immunization

Adapt national waste management plans and guidelines

Adapt national AEFI monitoring and risk communication plans and guidelines
Implement and monitor safety measures and policies

Supervise and ensure AEFI surveillance, investigation and response

Report AEFI and investigation findings to the national level
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Competencies

Implement and monitor safety measures and policies

Manage AEFI surveillance and reporting

Collect, analyze, and interpret vaccine and immunization safety monitoring data
Write technical reports for vaccine and immunization safety

Lead an AEFI investigation
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Service Delivery

It is assumed that provincial level staff do not work with service delivery directly. Rather the work described in the technical
and foundational domains supports quality service delivery at the lower levels
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DRAFT Standard Immunization Competencies Framework DRAFT

Vaccine, Supplies and Logistics

1. Forecast needs for vaccine, supplies, & equipment

2. Manage inventory of vaccines, supplies & equipment including storage in safe places and with effective temperature
control

3. Request, receive and distribute vaccines, supplies & equipment

4. Monitor vaccine vial monitors and cold chain temperature

5. Develop equipment maintenance plans

6. Monitor and maintain equipment functioning

7. Manage transport

8. Procure any vaccines and supplies not provided through national program

1. Forecast vaccine needs

Procure vaccine & supplies

3. Develop a vaccine management plan
e vaccine distribution

B

e equipment maintenance
e equipment monitoring
e supply chain monitoring

e cold chain monitoring
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DRAFT Standard Immunization Competencies Framework DRAFT

Foundational: Management and Leadership

10. Supervise staff performance

CHCOIN ORI

Set short term organizational goals and performance objectives

Make effective, ethical, and timely decisions that match available resources

Provide constructive and corrective feedback in a respectful and constructive manner
Manage time by setting priorities and delegating tasks

Create a safe and trust-based work environment

Lead a quality improvement project

Manage a provincial level project

Develop a budget

Conduct a meeting

Foundational: Vaccine Preventable Diseases and Program

Competencies

1. Apply knowledge of key epidemiologic and clinical features of each vaccine-preventable disease of national interest to
making decisions

2. Access and use information regarding future vaccines, immunization trends and policies

3. Describe diseases and vaccines to an audience with minimal or no science knowledge (political leaders, media), other
medical professionals and professional organizations
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DRAFT Standard Immunization Competencies Framework DRAFT

District/Sub-District Level

Advocacy and Communications

Evaluate community knowledge, attitudes and practices and share results

Build partnerships and advocate with community leaders , government sectors, and other stakeholders
Implement communication strategies to reach high risk groups (i.e., Nomadic groups)

Provide communication strategies for micro-plans

Plan and conduct fundraising

Plan and implement community outreach (to create demand, educate...)

Build community networks

Coordinate with local media for messaging

Respond to community and media in cases of acute events

10 Share lessons learned with health facilities

LNV AEWNPRE

1. Develop communications plans for routine immunization and supplemental immunization activities

2. Develop an advocacy plan

3. Prepare technical reports

4. Use technology appropriately to communicate with the target population

5. Develop a risk communication plan

6. Develop and deliver a technical presentation to technical and non-technical audiences

7. Conduct behavioral surveillance
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DRAFT Standard Immunization Competencies Framework DRAFT

Disease Surveillance, Investigation, and Response

Conduct active case searches and manage zero reporting system
Compile, summarize, analyze and report disease surveillance

Detect, investigate and report outbreaks

Implement outbreak response activities including control measures
Produce accurate maps and display of data

Supervise and monitor disease surveillance according to key indicators

oukwneE

Competencies

Use knowledge of notifiable diseases to record, report and respond to VPD cases
Investigate a VPD outbreak
Implement outbreak control measures
Supervise and monitor disease surveillance according to key indicators
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Human Resources and Performance Management

Staff health facility and district positions in coordination with district and/or provincial human resource authorities
Train, plan and provide supportive supervision for district and health facility employees

Provide or facilitate salary and incentives for immunization staff

Conduct staffing planning

Manage change

Conduct staff performance reviews and provide constructive feedback

oukhwneE

Competencies

Develop a staffing plan at the district and/or community level
Develop a supportive supervision plan

Supervise and mentor staff performance & development
Conduct a performance review

Conduct a job interview

Write a terms of reference document
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DRAFT Standard Immunization Competencies Framework DRAFT

Monitoring, Evaluation, and Data Use

Collect, enter and/or analyze reported administrative data from public, private and other vaccination providers
Manage data and assess quality using set parameters

Monitor program processes for continuous quality improvement

Monitor performance indicators and disease occurrence

Monitor coverage for district and in HF catchment areas

Report key information to higher levels and key stakeholders

Evaluate program components and interventions

Make programmatic decisions based on quality evidence & report to next level

Conduct review; ex. meetings with health facility management and or staff

Analyze, & interpret quantitative data from a survey, surveillance or other source
Use quantitative methods to monitor an EPI program

Conduct and use information from data quality assessments (DQA)

Monitor program implementation including immunization sessions and records
Complete qualitative checklists and prepare reports

Conduct an EPI performance review

Use data analysis to make decisions

Lead a quality improvement project

. Archive immunization data

10. Prepare performance reports

11. Disseminate findings to stakeholders
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DRAFT Standard Immunization Competencies Framework DRAFT

Policy, Planning, and Finance

1. Setlocal vision/priorities
2. Using population, program data and compiled health facility microplans, create a district microplan that reaches all

populations:
e Maps
e Logistics
e HRAplans
e Communications
e Staffing
e Scheduling
e Budget

Assist health facilities with planning supplementary immunization activities (SIA)

Develop quarterly district work plan

Implement programs, projects and plans, ex, SIAs

Implement standard operating procedures (SOPs) including those that integrate immunization with other health
services

7. Manage budget and other resources

Use evidence for priority setting and planning

Plan and monitor the appropriate session types (fixed, outreach, mobile) for a population or catchment area
Develop a district macro plan

Develop district work plan

Manage projects such as supplementary immunization activities (SIA)

Use health facility data to estimate resource requirements

Implement plans and SOPs
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DRAFT Standard Immunization Competencies Framework DRAFT

Safety of Vaccines and Immunization

Adapt waste management plans and SOPs

Implement safety and waste disposal policies

Supervise safety measures

Use national AEFI monitoring and risk communication guidelines to develop plans
Investigate and report AEFIs along with investigation findings to the province level
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Competencies

Collect, analyze, and interpret vaccine and immunization safety monitoring data
Implement safety and waste disposal procedures

Supervise safety measures (vaccine, injection, waste)

Investigate and report AEFIs
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Vaccination service delivery

1. Supervise vaccination service delivery
2. Improve quality and reach of services on an ongoing basis using available information

Competencies that are required to conduct these work functions are described in the district/sub-district-level

technical and foundational competencies.
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DRAFT Standard Immunization Competencies Framework DRAFT

Vaccine, Supplies and Logistics

1. Forecast vaccine and supply needs

2. Manage and maintain inventory of vaccines, supplies & equipment including storage in safe places and with effective
temperature control

3. Order, receive and distribute vaccines, supplies & equipment for health facilities

4. Monitor district level cold chain including vaccine vial monitors and equipment temperature

5. Develop equipment maintenance plans

6. Monitor and maintain equipment functioning

7. Procure non-vaccine supplies not supplied by higher levels

8. Maintain records and submit reports on supply/stock-outs

9. Manage transport

Competencies

Forecast vaccine needs

Develop a vaccine management plan
Monitor the supply chain

Develop equipment maintenance plans
Manage the supply chain
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DRAFT Standard Immunization Competencies Framework DRAFT

Foundational: Management and Leadership

CHCOIN ORI

10. Supervise staff performance

Set short term organizational goals and performance objectives

Make effective, ethical, and timely decisions that match available resources
Mentor staff in a respectful and constructive manner

Take action based on evidence and stakeholder priorities

Manage time by setting priorities

Create a safe and trust-based work environment

Manage a district level project

Develop a budget

Conduct a meeting

Foundational: Vaccine Preventable Diseases and Program

Competencies

1. Apply knowledge of key epidemiologic and clinical features of each vaccine-preventable disease of national interest to
making decisions

2. Describe the purpose, action and potential concerns of key components present in a given vaccine product

3. Explain diseases and vaccines to an audience with minimal or no science knowledge; other medical professionals, and
professional organizations
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DRAFT Standard Immunization Competencies Framework DRAFT

Community Level

Advocacy and Communications
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7.
8.
9.
10. Review community outreach plans, activities and results

11. Advocate for immunization programs to influential stakeholders and partners

Determine literacy of audience and most appropriate communication method/material

Provide clear & accurate information to community/patients/caregivers

Plan and conduct community outreach and mobilization, including special or high-risk populations

Provide education, program updates, and feedback to community members

Address vaccine hesitancy and false perceptions

Build partnerships with community leaders, government sectors & other stakeholders during planning, priority setting,
outreach, and evaluation

Build community networks

Coordinate with local media for messaging

Respond to community and media in cases of acute events
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Design communications plans for the public

Develop appropriate communication messages to generate demand, based on understanding the needs of specific
populations and communities

Conduct community outreach and mobilization for VPD, including for special or high-risk populations

Deliver health education related to VPDs and how vaccines can prevent them

Communicate respectfully verbally or in writing with technical and non-technical audiences

Collaborate with community partners and other NGOs, sectors

Use technology appropriately to communicate with the target population
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Disease Surveillance, Investigation, and Response

Follow standard operating procedures/case definitions to identify and report cases of VPD
Implement community disease surveillance

Conduct case investigation and report

Monitor surveillance indicators for catchment area

Collect & transport specimens

Practice infection control to limit HF based transmission of VPDs

Act on case investigation findings relevant to catchment area

NoubkwnNRE

Competencies

Implement community disease surveillance
Conduct case reporting and investigation

Collect & transport specimens

Use technology to collect, manage and analyze data
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Human Resources and Performance Management

Determine and communicate staffing, responsibilities and session coverage
Supervise staff performance & development

Implement training and on-the-job support to health care workers and volunteers
Recruit and manage volunteers and ad hoc staff to support immunization services
Conduct onboarding/orientation for new staff

ukhwnhe

Competencies

Develop a staffing schedule

Supervise staff performance & development
Complete a supportive supervision plan for staff
Recruit and manage community mobilizers/volunteers
Train health care workers and community volunteers

P> B =

Rev 20 December 2018 Community Level 34

https://www.who.int/immunization/programmes_systems/workforce/standard competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

DRAFT Standard Immunization Competencies Framework DRAFT

Monitoring, Evaluation, and Data Use

1. Identify target populations and catchment areas

2. Record administered and due vaccines, ex, immunization registry, reminder/recall, defaulter tracing

3. Enter and compile data, and create and submit reports (paper and/or on-line)

4. Monitor program processes for continuous quality improvement

5. Check reported information for quality and accuracy

6. Monitor coverage for catchment area

7. Conduct regular review processes and meetings within health facility

8. Make programmatic decisions, ex high risk populations, surveillance, based on quality evidence

9. Provide feedback on and discuss reported data, quality, performance indicators and interpretation
Competencies

1. Complete patient immunization records, including registers and reminder/recall systems

2. Monitor immunization sessions and records

3. Summarize, analyze and interpret patient and catchment area vaccination information

4. Evaluate data quality

5. Prepare and submit timely and accurate reports

6. Use data analysis to make decisions

7. Archive immunization data

8. Disseminate findings to stakeholders
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Policy, Planning, and Finance

1. Use population and program data to produce microplans that reach all populations in the catchment area:
e Target setting
Maps
Logistics
High Risk Area(HRA) and population plans
Communications
Staffing
Scheduling
e Budget
2. Develop and implement quarterly workplans based on access, coverage and other information (ex, vaccine hesitancy)

Use evidence for priority setting and planning

Prepare a health facility session plan, based on subnational guidelines
Develop a micro plan

Develop a work plan

Implement plans

Calculate the make-up of a target population

Use knowledge of the target population to plan vaccination services

S on G > WY =

Safety of Vaccines and Immunization

Follow safe immunization practices when handling vaccines & injections

Implement district waste management guidelines and SOPs

Monitor and report adverse events following immunization (AEFI) according to guidelines/SOPs
Participate with higher levels on investigation of AEFIs

PwnNPE

Competencies

1. Handle vaccines & injection supplies safely

2. Manage waste appropriately

3. Monitor and report adverse events following immunization (AEFI)

4. Take infection prevention measures
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Vaccination Service Delivery

1. Organize and conduct immunization sessions in a fixed facility, outreach site, or via mobile or supplementary
immunization activities

Determine if individual is eligible for specific vaccines

Prepare and administer vaccine safely

Implement with other health care services and/or interventions

Monitor vaccination sessions so as to improve quality and reach of services

Advise and treat reactions that occur following immunization

Maintain patient immunization records

NoukwnN

Competencies

Administer vaccine ethically, timely, correctly, and safely

Clearly explain to a caregiver how vaccines work, the vaccination schedule, and why return dates are important, based
on national and other guidelines

Properly prepare and handle vaccine

Communicate with beneficiaries before, during or after a vaccination session
Safely dispose of waste

Recognize an AFP, measles or other VPD case, based on a case definition
Recognize, communicate risk, and respond to adverse reactions to immunization
Organize and conduct immunization sessions:

e in a fixed facility

e with communities at an outreach site

e via mobile or supplementary immunization activities

™ P
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Vaccine, Supplies and Logistics

Plan vaccines, supplies and equipment based on target population and delivery strategy
Order, store and monitor vaccines and supplies safely and effectively

Monitor and maintain equipment, including temperatures

Maintain records of supply chain

Track and report supplies, particularly vaccine & wastage

uhwnN e

Plan for vaccines based on target population

Develop a vaccine management plan

Monitor vaccine supply and wastage

Manage, monitor and maintain equipment and supplies

Manage cold chain, considering vaccine potency, temperatures, and record keeping
Store vaccines and supplies effectively

Organize transport of supplies and staff to other service delivery and outreach sites
Maintain records on vaccines, supplies and logistics

o X o @il o> @I =
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Foundational: Management and Leadership

Manage time by setting priorities

Make effective, ethical, and timely decisions that match available resources
Delegate tasks

Work as part of a team to achieve organizational objectives

Complete work tasks while under pressure

Use interpersonal communication skills to collaborate with and motivate others
Conduct a meeting

Create a safe and trust-based work environment

Lo N v T o> WY =

Foundational: Vaccine Preventable Diseases and Program

1. Explain the benefit of immunization to a caregiver

2. Use current information on VPDs, vaccine formulations, schedule, uses, recommendations and handling during the
delivery of vaccination services

3. Apply the knowledge of the components and properties of vaccines for safe and effective practice

4. Explain herd immunity and importance of population coverage for disease control

5. Describe how the state of coverage and burden of disease in their catchment area affects vaccination delivery
strategies

Rev 20 December 2018 Community Level 39

https://www.who.int/immunization/programmes_systems/workforce/standard competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

DRAFT Standard Immunization Competencies Framework DRAFT

Acknowledgements

References

Bailey, E. (2007). Improving Organizational Performance. LavaCon.

Barbara Arrington, J. K., Mikki Brewster, Judy Bentley, Mary Kane, Catherine Van Brunschot, Melissa Burns, Kathleen
Quinlan, and Ross C. Brownson (2008,). "Building a Local Agenda for Dissemination of Research Into Practice." Journal
of Public Health Management Practice 14(2): 185-192.

Bartram, D. (2005). "The Great Eight Competencies: A Criterion-Centric Approach to Validation." Journal of Applied
Psychology 90(6): 1185-1203.

Centers for Disease Control and Prevention, Office for State, Tribal, Local and Territorial Support (2014). The 10

Essential Public Health Services: An Overview.

Chiauzzi, E., et al. (2011). "Identifying primary care skills and competencies in opioid risk management." J Contin Educ
Health Prof 31(4): 231-240.

Daniel J. Kealey, D. R. P., Doug MacDonald, and Thomas Vulpe (2003). "Instituting a Competency-Based Training
Design and Evaluation System." Performance Improvement 42(5).

Fleishman, E. A. (1975). "Toward a Taxonomy of Human Performance." American Psychologist: 1127.

Gayeski, D. M., et al. (2007). "Bringing competency analysis into the 21st century." Performance Improvement 46(7):
9-16.

Joke Haafkens, Y. B., Malin Eriksson, Heiko Becher, Heribert Ramroth and John Kinsman (2014). "Training needs for
research in health inequities among health and demographic researchers from eight African and Asian countries."
BMC Public Health 14: 1254.

Kendall, P. C. S. a. L. M. (1963). "Retranslation of Expectations: An Approach to the Construction of Unambiguous
Anchors for Rating Scales." Journal of Applied Psychology 47(2): 149-155.

Lievens, F., et al. (2004). "Easing the Inferential Leap in Competency Modelling: The Effects of Task-related
Information and Subject Matter Expertise*." Personnel Psychology 57(4): 881-904.

Management Sciences for Health. Leading & Managing Framework, USAID.

Maxine Whittaker, R. E. M., and Anna Rodney (2013). Mapping health information system competencies for health
workers in low- and middle-income countries. Working Paper Series. H. I. S. K. Hub, School of Population Health

University of Queensland

McClelland, D. C. (1998). "ldentifying Competencies with Behavioral-Event Interviews." American Psychological
Society 9(5).

Rev 20 December 2018 References 40

https://www.who.int/immunization/programmes_systems/workforce/standard competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

DRAFT Standard Immunization Competencies Framework DRAFT

Michael A. Campion, A. A. F., Brian J. Ruggeberg, Linda Carr, Geneva M. Phillips, and Ronald B. Odman (2011). "Doing
Competencies Well: Best Practices in Competency Modeling." Personnel Psychology 64: 225-262.

Place, J. (2014). Competency Assessment for Tier 1 Public Health Professionals, Public Health Foundation.
Public Health Agency of Canada (2008) Immunization Competencies for Health Professionals. ISBN 978-1-100-10282-5
Salisbury, D. M., et al. (2002). "Vaccine programmes and policies." Br Med Bull 62: 201-211.

Slonim A, W. F., Quinlan KM, Smith SM (2010). "Designing Competencies for Chronic Disease Practice." Preventing
Chronic Disease Public Health Research, Practice and Policy 7(2).

The Council on Linkages between Academia and Public Health Practice. (2014). Core Competencies for Public Health

Professionals.

Trochim, W. M., et al. (2006). "Practical challenges of systems thinking and modeling in public health." Am J Public
Health 96(3): 538-546.

United Kingdom Department of Health, Social Services and Public Safety, Royal College of Nursing. (2005) National
Minimum Standards for Immunisation Training. ISBN 0-901144-73-8

Whiteside, D. L. a. K. (2004). "Bringing Sense to Competency Definition and Attainment." 43(7).
Winiecki, D. J. (2015). "Comparing a Few Behavior Engineering Models." Performance Improvement 54(8): 6-14.

World Health Assembly (2012). Global Vaccine Action Plan Annex 6: The Monitoring and Evaluation/Accountability
Framework: 124.

World Health Organization, (2016). Global Routine Immunization Strategies and Practice (GRISP)

World Health Organization, (2014). "The immunization programme that saved millions of lives." Bulletin 92:314-315.
doi: http://dx.doi.org/10.2471/BLT.14.020514

World Health Organization, (2008). Training for Mid-level Managers (MLM).

World Health Organization, (2014). Principles and considerations for adding a vaccine to a national immunization

programme.

Rev 20 December 2018 References 41

https://www.who.int/immunization/programmes_systems/workforce/standard competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

DRAFT Standard Immunization Competencies Framework

Contributors

| Affiliation

Name

African Field Epidemiology Network

William Mbabazi

Bill & Melinda Gates Foundation

Molly Abbruzzese
Tove Ryman

Burnet Institute

Chris Morgan

Centers for Disease Control and Prevention
Global Immunization Division

Amalia Benke King
Lora Davis

Dan Ehlman

Lee Hampton
Margaret Hercules
Carla Lee

Susana Panero
Alice Pope
Hardeep Sandhu
Steve Stewart
Stephanie Tavitian
Denise Traicoff

Centers for Disease Control and Prevention
National Center for Immunization and
Respiratory Diseases, Immunization Services
Division

Jennifer Hamborsky

GAVI, the Vaccine Alliance

Johannes Ahrendts
Ranjana Kumar

International Children’s Center Arzu Koseli
John Snow, Inc. Rebecca Fields
Lora Shimp

Network for Education and Support in
Immunization

Carine Dochez

Kingdom of Bhutan MOH

Sangay Phuntsho

Pan American Health Organization

Alba Maria Ropero

PATH Robert Kindoli
Public Health Foundation of India Dharmesh Lal
UNICEF Musonda Kasonde
Lorraine Shamalla
Rev 20 December 2018 Contributors

DRAFT

42

https://www.who.int/immunization/programmes_systems/workforce/standard competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

DRAFT Standard Immunization Competencies Framework DRAFT

Affiliation Name

World Health Organization Jhilmil Bahl
Diana Chang Blanc
Carolina Danovaro
Jan Grevendonk
Hayatee Hasan
Karen Hennessey
Xiao-Xian Huang
Gill Mayers
Lisa Menning
Anthony Onimisi
Minal Patel
Claudio Politi
Stephanie Shendale

Consultants Aleksandra Caric
Philippe Jaillard
John Lloyd
Anne McArthur
Nathan Pienkowski

Special thanks to the health care staff in Bangladesh, India, Kenya and Yemen whose insight, gained during interviews,
shed light on the work and the competencies that are required to deliver quality immunization services. We are also
grateful to several of WHO Eastern Mediterranean, Southeast Asia, and Western Pacific regions for sharing their

wisdom.

Rev 20 December 2018 Contributors 43

https://www.who.int/immunization/programmes_systems/workforce/standard _competencies framework/en/



https://www.who.int/immunization/programmes_systems/workforce/standard_competencies_framework/en/

