EXECUTIVE SUMMARY: An overview of the iSC Supportive Supervision Tool

The Immunization Supply Chain (iSC) Supportive Supervision Tool is a digital, interactive tool designed to strengthen last mile vaccine management
by improving the quality, consistency, and accountability of supportive supervision. Piloted with Ministries of Health in Malawi, Mozambique, and
Nigeria, the tool provides a structured, real-time method for supervisors to guide health workers through key cold chain and stock management
tasks. It is aligned with national SOPs and WHO Effective Vaccine Management (EVM) standards, ensuring that the practices it reinforces are
globally recognized and locally relevant.

Intended Users Intended Use

=  Strengthen and standardize last-mile iSC supervision =  Narrative Supervision Guidance:

The tool is designed for use by the cadres who
provide routine supportive supervision for last mile
immunization services, including: Cold Chain
Technicians (CCTs), District EPI Officers, supervising
nurses or facility in-charges, etc.

It is used to support and mentor frontline health
workers such as: Community Health Workers
(CHWs), Health Surveillance Assistants (HSAs),
nurses, vaccinators, and staff responsible for
outreach sessions.

The design provides benefits for stakeholders at
different levels of the system—supervisors benefit
from structured guidance, frontline workers
receive targeted coaching, and Ministries of Health
gain visibility into performance gaps across
facilities and districts.

= Provide a structured, EVM-aligned approach for
supervising fixed and outreach vaccination sites.
= Ensure consistent assessment of vaccine storage, stock
management, and handling practices.
Build frontline capacity through real-time
mentoring
= Embed continuous, on-the-job coaching into routine
supervision visits.
= Support CHWSs, HSAs, and nurses in applying correct
vaccine and cold chain practices.
Identify, document, and resolve iSC performance
gaps
= Guide supervisors to spotissues, record them
systematically, and follow up on corrective actions to
Improve quality of vaccine handling
Improve visibility and accountability across the
system
= Provide MoH teams with real-time dashboards
showing trends, bottlenecks, and progress over
time;
= Strengthen oversight, prioritization, and targeted
support at district and national levels.

Clear instructions on how supervisors should conduct
last-mile iSC supportive supervision

Covers supervision frequency, methodology, and
documentation expectations

Aligned with national SOPs and WHO EVM
recommendations

= Digital Interactive Checklist (ODK-based)

Structured tool with guided prompts, interactive
mentoring, root cause, performance grading and skip
logic

8 technical sections + intro/demographic; sections, 23
questions with follow-up responses

GPS stamping and real-time data entry for
accountability

=  Real-Time Dashboard (PowerBlI)

Live visualization of supervision findings

Filters by district, facility, supervisor, year, and month
Displays issues identified vs. resolved (e.g., 378 issues
Summaries of cold chain functionality and storage
performance



Supportive Supervision Operational Guide

LINK

Click the Image on the left to download the guideline
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Immunization Supply Chain
Management: Digital Supportive
Supervision and Mentoring Tool

for Health Surveillance Assistants

Pilot in Mangochi, Malawi
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This is an adaptable tool suitable for
geographies that do not have any existing
supportive supervision operational guide.
For instance, the attached link contains
the supportive supervision operational
guidelines used in Mangochi district,
Malawi.

The tool focuses on “how” effective
supervision and on-the-job mentorship
can be conducted and also what is
required to conduct a standard on the job
training of health workers


https://villagereachorg-my.sharepoint.com/:b:/g/personal/tobi_bamiduro_villagereach_org/IQDJ_KmIOeKaR4ZRc-rUWp-VATG4on1fLAI4dUxMCJjb8XE?e=FmYeIf

The iSC Supervisory and Mentoring Tool

DEMO

Watch the Demo of the
ODK tool on Mobile Phone
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Immunization Supply Chain
Management: Digital Supportive
Supervision and Mentoring Tool for
Health Surveillance Assistants

Using this supervisory checklist,
Supervisors will identify iSC challenges
that CHWs face, and focus on filling iSC
knowledge and skills gaps during visits
to fixed sites and outreach posts.

Supervisors must assess the
knowledge, skills, and performance
gaps of CHW through the administration
of the supervisory checklist tool.
Administering the checklist list entails
the following:

The checklist functions as a guide for Supervisors
to know which areas to observe and to provide

on-the-job training (OJT) and mentoring in areas
where they have identified gaps while documenting

their observations

In some cases, Supervisors should simply serve

as observers, observing how CHWs execute their
activities relating to iSC, as specific on the checklist
Then the Supervisor will need to use their own
judgment to assess the situation to determine if OJT
and/or mentorship is needed in a certain area, or if
additional external support is needed in order to fill
any gaps

Next >
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LINK

Click this Image below to download the XLSForm
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3. Key Features of this XLSForm

rhis document utilizes advanced ODK logic to function as a "Smart" checklist:

nteractive Mentoring Logic: The form monitors the inputs. If a CHW demonstrates a gap (e.g., $2.1 Storing vaccines at
ically triggers a guid note containing the correct SOPs/Key Messages for the

¥

wrong temp ), the form

supervisor to teach immediately. Auto-triggers guidance notes for supervisors when gaps are d

>erformance Grading: Uses a specific grading scale on the choices sheet:
Consistent (No action needed)

Somewhat Consistent (Some mentorship required)
Not Consistent (Significant mentorship required)

oot Cause Analysis: When gaps are found, the tool prompts for "Joint Problem Solving" to identify if the issue is a lack of

ikill (solved by OJT) or a lack of resources (requires escalation).

Jisual Aids: The tool supports image attachments (e.g., VVM charts) to test CHW knowledge directly on the screen.
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Tool Name:
Immunization Supply Chain (iSC) CHWs
Interactive Supervisory and Mentoring

Checklist

Format:
ODK (Open Data Kit) XLSForm.

Target Audience:
Supervisors, Mentors, and Program
Managers overseeing Community Health

Workers (CHWs).

Purpose:
This tool is designed not just to assess

performance, but to actively mentor health
workers during supervision visits. It covers
critical Immunization Supply Chain (iSC)
competencies, identifying knowledge gaps in
real-time and prompting the supervisor to
provide On-the-Job Training (OJT).

NB: A basic understanding of ODK XLSForm is
required to be able to use this form


https://villagereachorg-my.sharepoint.com/:x:/g/personal/tobi_bamiduro_villagereach_org/IQCX329AwskVSK_tpFaA7SvlAab8cbppXmi6Bqucw3ZDhLo?e=ztiEAr

The iSC Supervisory and Mentoring Dashboard

Platform:
This is hosted on Power-Bi, not an open-
source visualization software. Can be made

accessible to all key program managers as
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Vaccine & Diluents Stor.
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ne & Dlue 49 health facilities visited This interactive dashboard provides real-time insights and guidance to strengthen your immunization
supply chain at the last mile. The dashboard monitors vaccine storage, multi vial dose policy, and cold
[ chain management across all facilities. It also identifies areas of knowledge gap and provides targeted
mentoring to optimize efficiency and effectiveness, ensure every child has equitable access to life-saving I o
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Packing Vacc
Mentorship Provided by CCTs to CHWs
result of mentarship provided

Indicators
o Vaccine/Diluent storage
o Conditioning packs and cold boxes

49 issues solved via

Physical Counts
Vaccine Vial Monitor mentorship
Waste Management 14 issues escalated
Data Management Filters
Vaccine Stockout D"S"'Ct Number of issues identified by month
o Packing Vaccines/Diluents
o Physical stock counts
: o Vaccine Vial Monitor
o Waste Management

o Data Management

Supervisor
I

Users:
Central and provincial level EPI technical
staff representing the different focal area

points with the Program




Operational Guidelines for iSC Supportive Supervision & Mentoring Tool

BEFORE SUPERVISION [E3 DURING VISIT

Before implementation,
mentors/supervisors must be

oriented on:

* EVMiSC Standard Operating
Procedures (SOPs)

* Open Data Kit (ODK) for digital data
collection

* The iSC Supportive Supervision
Checklist, including how it guides
observation and on-the-job training
(QJT)

Additional preparation:

* Training or orientation of supervisors

* Ensure materials are ready: Android
device with ODK installed, checklist
loaded, Copies of SOPs

* Review previous supervision data to
identify priority focus areas

* Confirm visit logistics: schedule with
facility, transport needs, availability
of HSAs

Arrival & Engagement:

Courtesy check-in with facility in-charge
Explain purpose and supportive nature of the
visit

Administer the Checklist

Observe HSA practices (storage, transport, VVM,
stock management, waste management)

Ask structured questions from the checklist
Record all responses accurately (no skipped
fields)

Provide On-the-Job Training (OJT)

Use checklist prompts linked to SOPs for real-
time coaching

Demonstrate correct procedures (FEFO, ice pack
prep, cold box conditioning, VVM checks)
Reinforce strong practices and provide positive,
actionable feedback

Jointly identify root causes of gaps and
determine if escalation is needed

Documentation

Complete visit notes and comments in ODK
Save or sync data (depending on connectivity

FOLLOW UP

Data Flow & Review
* Completed checklists sync to VillageReach
server - ODK Central
* Data feeds into Power Bl dashboards for
real-time analysis
* MoH/EPI + VR use results to identify trends,
gaps, and support needs

Subsequent Visits

* Re-administer checklist to measure
improvements vs. baseline

* Review progress on goals, reinforce correct
practices

* Provide targeted OJT for remaining gaps

* Set next steps and confirm agenda for the
upcoming visit

Ongoing Supervision (Every ~2 Months)
* Continue reinforcing knowledge and skills
* |dentify persistent or new system-level gaps
* Escalate structural issues where needed
* Maintain thorough documentation and
communication




iSC Tool — Learnings and Recommendations

B
LEARNINGS

Effectiveness of Digital Supervision
» Digital supportive supervision improves health worker capacity
through real-time mentorship and structured guidance.
Accountability and Transparency
e GPS tracking and timestamped logs enhance accountability by
ensuring transparency in supervisory Vvisits.
Dual Benefit for Supervisors and CHWs
» Supervisors gained structured guidance and prompts for effective
feedback and coaching, while CHWs improved adherence to cold
chain and stock management practices.
Data-Driven Decision Making
* Real-time dashboards provided Ministries of Health with visibility
into stock availability, cold chain performance, and supervision

activities, enabling targeted interventions and resource allocation.

Scalability and Integration
* Open-source design and interoperability with health systems
support tool scalability across contexts.

RECOMMENDATIONS

Adopt Digital Tools for Supportive Supervision
* Use tools like the iSC supportive supervision platform to enable
structured mentorship, real-time performance monitoring, and
collaborative problem-solving between frontline workers and
supervisors
Integrate with Existing Health Systems
* Avoid standalone deployments; design for interoperability with
national health information systems to ensure sustainability and
government adoption.
Plan for Capacity Building and Ongoing Support
* Conduct regular training and refresher sessions for both tool
users and MoH stakeholders.
Budget for Support Infrastructure
* Allocate resources for supervisory visits, devices, and connectivity
to institutionalize new practices accompanying digital tool
deployment.
Promote Data Use Culture
» Strengthen MoH capacity for routine data interpretation and
action to foster evidence-based decision-making




Conclusion

Contact Information

Resource Available Technical Assistance VillageReach HrH Team
= For effective piloting and scale, = Rebecca Alban
= All materials (tool package, including stakeholder rebecca.alban@villagereach.org
demo video, dashboard, engagement and capacity
operational guidelines, case building, we recommend
studlies, blog) areda\l\/jilable for f VillageReach support. ~ Tobi Bamiduro
implementers an inistries o : : : :
HeZIth to download and use = Paid technical assistance is tobi.bamiduro@Vvillagereach.org

available for organizations
interested in implementing the
tool.

independently.
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