Vaccine Supply Chain Costs Benchmark Participants Briefing

Prepared for : Kaduna State




1. Cost Benchmark Survey Overview

2. Getting started

* Roles & Responsibilities

* Key activities and typical timeline

3. Data Checklist

4. Initial timeline based on standard benchmarking workplan

5. Defining milestones and timeline

6.  Next Steps
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Meeting Objectives

1. Introduce benchmarking team
2. Describe benchmark project i.e. scope, methods, timelines and roles
3. Discuss data requirements and prepare for data collection,

4. To discuss the next steps and schedule follow up meetings
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Benchmarking overview

* Benchmarking allows us to use standardized references for evaluating
supply chain performance against comparable groups.

* VillageReach, funded by Gavi, is developing a first-of-its-kind benchmarking
database that will provide data to enable stakeholders in making more
strategic, evidence-based decisions to improve supply chain performance.

* Using financial and performance metrics a SC’s performance in key metrics

will be compared to supply chains in other countries,
o enabling comparison to median and best-in-class performance levels.
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Value of benchmarking

Benchmarking for vaccine supply chain performance

A benchmarking database can provide standardized reference points for countries to more objectively evaluate their
vaccine supply chain costs and performance. Ultimately, this vaccine supply chain benchmarking database can enable

governments to:
¢ Gainadeeper v Identify performance Establish more
ﬁn understanding of :I I: gaps that are most actionable
supply chain costs important to address performance targets

@ Learn about and adopt

—1,  Develop and refine q
?/ vaccine supply chain Q@ generally accepted metrics
7 improvement plans for cost management

U

Benchmarking also can provide valuable information for improved budgeting, planning and informed decision-making.
This information can also be used by ministries of health, donors and partners to forecast the costs of management,

transportation, warehousing and procurement activities.
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Benchmarking focus

Administrative Level

Sub-National (Province, state or similar unit)

Supply Chain Type
Target Population

Vaccine Type

Activities to Cost

Cost Elements

Analysis period

Routine
O - 24 months

Country schedule for children 0 — 24 months

Management; Procurement; Storage; Transport

Personnel; Supplier; Buildings, Utilities, other overhead and
shared costs; Per diem & travel allowances

Last full budget year
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Definitions for key supply chain activities

Management - Supervision and coordination of all supply chain activities by logistics managers and supervisors
responsible for providing monitoring of staff who manage commodities. Includes activities related to

quantification, quality assurance, using LMIS and training staff or commodity managers.

Procurement - Procurement-related tasks that are performed within the country. Includes labor (i.e., human
resources) devoted to identifying quality commodities and executing procurement contracts with suppliers.

Storage - Reception and warehousing of commodities. Incorporates labor devoted to receiving or picking up
commodities, conducting physical inventory, completing logistics management forms and performing other
activities to support product management. Cost of all cold chain equipment used to store and transport vaccines.

Transportation - Moving goods from one facility to another by foot and/or using public and/or private modes of
transportation. Cost of bus fare, plane travel, and the cost of fuel for immunization-related transport. Value of all

vehicles and modes of transport.
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Benchmarking scope

Year 1 has a limited scope and will emphasize quantitative SC benchmarks.

Quantitative Benchmarks Qualitative Benchmarks
Performance vs selected metrics Practices that drive performance
*Perfect order
fulfillment e Chain Strategy
°g)rcdlgrt;‘rtrj]lzllment Performance Gaps *Planning
Uy " v chai e Inventcry Maragement
e Upside su chain :
flgxibility PRY v e Transportation
° i p
« Upside supply chain Delivery Network
adaptability e Systems and Toals
Focus | *Supply chain costs I Country A -8rg;nizatli\5|mka_nd
e Cash-to-cash cycle DT S JOIEIIEL SIS

time
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How will it work?

22
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1. Commit

Participants will be recruited based
on availability of relevant data and a
commitment to the time and desire to
participate in this innovative project.

2. Collect

Quantitative data will be collected using
an Excel-based instrument developed
by VillageReach that will establish a

framework for supply chain comparability.

3. Validate

Data will be rigorously reviewed for
accuracy prior to being incorporated
into the database.

4. Analyze

Country data will be analyzed to explore

the relationship between supply chain cost
breakdowns and supply chain effectiveness as
expressed in the cost per fully-immunized child.

5. Explore

The analysis will be shared with participants
as a customized country report. Each
participating ministry of health will receive

a consultation where insights on costs and
potential opportunities for improvement will
be provided.



Outputs from benchmarking assessment

~

1. Cost by 2. Cost 3. Overall SC
activity/category efficiency performance

”

4. SC characteristics
v

~

-

/
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GETTING STARTED
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Roles and responsibilities

VillageReach
* Executive champion: guides overall approach and effort across countries

e Country coordinator: plans, organizes, controls and executes benchmarking
project; Focal point for in-country team

e Analyst: owns analysis methodology; Evaluates and interprets data
Kaduna State

e Country champion: support benchmarking by facilitating meetings; identifies
appropriate resources to support data collection and validation

* Supply chain lead: provides insights on in-country supply chain operations

* Finance lead: conducts and oversees data collection; ensure data validation
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Benchmarking standard workplan

1
1

i

Data Collection Data Analysis ng Lc:/r;mg L) ! Post Benchmark

Pre-kick-off

Steps

e |dentify existing
data

e Sign data
sharing
agreement
(MoU or NDA)

Activities

e Designate
benchmark
team

e Generate
leadership buy-
in and
awareness

A

Questionnaire
Released
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Data Collection
& Entry

*Review benchmark
guestionnaire and
definitions

eCollect all required
guantitative and
qualitative data

eConduct interviews
with key
stakeholders

eEnter data in
collection tools

A

Formal
Kick-off

Validation &
Review

data prior to
submission

benchmarks to

A

Data
Submitted

e Participant review
and approval of data | data
to ensure accuracy
and completeness of

*\/R checks submitted
data against known

identify anomalies

VillageReach
Analysis

* VR analyzes all

*\/R makes
correlations and
draws conclusions

*V/R prepares data
tables and
participant report

A

Data
Validated

Interpretation and
sharing of results

/R presents findings and
results

¢ VR identifies impact of
improving performance

¢ VR Identifies high level
improvement opportunities

e Participant prioritizes
opportunities and needed
actions on vaccine cost
management and
budgeting

A

Data
Analyzed

Updates

¢ VillageReach updates
participants on
additions to
benchmark database

e Participant invited to
events such as
webcasts on supply
chain costs

¢ VillageReach responds
to queries on
benchmark data

A

Interpreting
Results Session

1
1
i
i
1
1
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DATA CHECKLIST
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Benchmarking Data checklist

|dentifies viable data sources for the supply chain activities and corresponding data
elements at the national, sub-national and facility levels.

ILLAGE REACH
p

VSCC Benchmarking : Data Checklist
National-Level Data

Mkl National supply chain budget for EPI (Last completed)

pRir] cMYP (Last completed)

Customs clearing fees

Handling fees
Demurrage fees
Procurement fees

For each commadity, number of doses received during benchmark period

For each commadity, number of doses dispensed during benchmark period
For each commadity, unit volume (m3)
For each commaodity, avg unit value (Defn)
Avg fuel cost per liter during benchmark period
i ¥l Amount spent on fuel for VSC vehicles throughout benchmark period
il k] Job title of all personnel working throughout benchmark period
] Number of personnel working throughout benchmark period
WL Annual salary information for all personnel working
ersonnel time spent on storage-related activities for VSC
ersonnel time spe
ersonnel time s
% personnel time spent on management-related activities for VSC
W] Total per diem & travel allowances
iWa| Types of cold chain equipment
Wkl Number of cold chain equipment
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Unit

Data exists? (data for the
defined benchmark period)

Yes / No

Data is immediately accessible ?
(i.e. data can be obtained in 1-2
days from the data source)

Yes / No

Name of Data Source (name of
a person who is the data owner)

Indicate source of data.

Data Quality (pick from
drop down list)

Externally Audited. Reliable.

Comments

General Notes
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NEXT STEPS
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Next steps

Formalize a data sharing 24 November 2018  Joseph
agreement (i.e., MoU or NDA) Ramatu
2 Complete the checklist, 30 November 2018  Dorothy, Kasham,
Charles
3 Develop work plan 5 December 2018 Tapiwa

4 Share Questionnaire 7 December 2018 Tapiwa
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Questions
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