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Supply Chainﬁf mmmmm ity Case Management

Using a Theory of Change
for Project Planning,
Implementation and M&E



SC4CCM Project Goal

To find simple, affordable, sustainable supply
chain solutions to address the unique
challenges faced by community health workers

But ...

We had to start by establishing what the most
important challenges were




Using a TOC as a Technical Framework for Planning &

Implementation

e Defining the important contributing factors for
achieving the goal (five main preconditions)

e Conducting a baseline survey to characterize
performance of each precondition

e Using data to diagnose the important bottlenecks in
the supply chain

e Designing interventions that prioritize the most
effective pathway to achieving improvements




Improving Supply Chains for Community Case Management of
Pneumonia and Other Common Diseases of Childhood (SC4CCM)

Theory of Change Model

SC4CCM Project TOC

. r 1.5kkchikren meeive l

| ap propriate treatment for commen child hood illnesses* l I

o w— ——

[

2. CHWs have wsabk amd quality medicines avaibbe when

l 3. Mecessary, isabk, quality CCM produts are l
i availble atcHw resupply pointfs 1

1'———__———_1__"

S I

l 8. Tamsport & Im Pesupply point'
l avaikbk to
d Btribute or collect
CCM products as || comect conditions,
Equird to security and
SETREE, KTRE

|| 5 have adequate

16. Timely procure ment
ofquality CCM products
| oeurs I

iotiad but not kad 1

| S|
e 1

JSI Research & Training Institute, Inc.

| Policy / Strategy | | Funding | | Enowledge /skills | System Perfonmance
L0 Pr Goals and Outco mes
Infrmat ion

reeded forappopriate teatment of commenchildhood
illnesses*

[y

4. CHW s, orperson responsib ke for cHW resupply,

nds are alloca

[ = —1
I specifications ar |
determined for

| prRcURmENt

« ongquantification and
: dlsbulsed rgulary

for pocurment based E

3. Routine

naintained on
aregularbase l
forpurposeofl
I I product

l ditribution :

"""" quantification for e — -—
procurEment &done
< 32, Highquality, child- - Y r ; ned i
and supply chain frigndly 2 —_—— BS.T)rr::::l:eEtsraalrr:jed in
T ccMpmductsazon 1 |33 Furdingand || 2. mechansm for —— o ——— processes
:. s .NE'\.’“" e _: PRCUEMENt Communic ation . staffat msupply I for CC M produc tsupply
i i I cicksar | betwesn points ars trained in | chain
l aligred stalehokers exits precedues amd proceses r r
| farcen productsupply |
L= —d | chain I
{42 egtiation | 43 0N product - iy S
. of ewhigh 3 L selection & based -
* quality, chid- = ¢ onstndard B L Ee
Doandsupply T L teatmemt . F:EHHM::FW ESP.;!“”J.IE“"
* chain frndly algorithns and smidsmEd T Y] ausmieaten 2
« CCIM products | sup!)l','(h.aiﬂ i 4. strramlined proceduras
oLCus 1 . comiemtions . r forordering, re porting,
R T T imventory control, storage
........... f— and diposl of expired
I )5z streamlined procedures| damaged health products
PR 'em::'::trg o 4 for mutine quantifcation exbtand ar documented
L pl’!x urirg (org e s are - ) fr e
: al 1 exitand are doc ume ntad
E——— . r

32. Drivers am trRined in 5C
RIS PO It appropriate product
hand ling & rainte rance
procedures and transportation
schedule

[

Imow how, where, what, whenand how much of 5. CHWS tave alequate storage: (b e B e TR ot (i 7.CHWS ar motivated to perform their mles
each productto mqukitionor resupply and act as cormct conditions, ssc urityand adequate space. rsupply poirts and CHWS. inthe ©Cr product supply chain
reeded
L L [ L L [] L F F1 :
I f  (— L
lu.staﬂatall Esuppr,u-l b— 15, Feedback &
l points are motivated communicated
storage: and performtheirrolesl 1o CHWS
l l in the CCM prod uct
supplychainas I @
expected I
:ll.l:_HW! 14. supportive supe i Bionof
mutinely CHWE with SC component &
collect and performed rgulady
report timely,
accumts F F
legktics data
22. Tamsportis |
L

47.streamlined trars portation
procedurs for naintining
wehicles and distribution /
colkec tion of good s exist and
are decume nted

40.5upervEors ae
trainedpii supportive EEs Staff
. =z porsib e for
supernision and the o o
e providing kgitics
feed backre ports
LTS are trined amd
forcon prod uct o i e e o
supply e hain P Fe
kL kL [
|_ Defined CHWY l
l incentive system I
that includes sup ply
© hain performance
4z, strramlined l exists and is l

procedures for providing

feedback and supe rvsion

tothe CHUs exitand ar
docume med

decume ntad

[

53. Manufacturers have
information on estimated
dermand for
formubtions of CCr
prod ucts, inc luding vable
price points

54. [ a budgat line /or donor provides suffice nt funding for

pregramand those funds am allocated and diebused when needed

[}

55, Strategy or Plan to achisve Commodity
Security for CCM products exists

)

56, Unit/s exists that plan, manage and coordinate resources, services,
contracts, budget, personnel eto,

T

t

57, CCM Policy - MOH commitment to child survival, organizational support and structure, staffing of CHws exists




SC4CCM Main Preconditions

GOAL LEVEL OBJECTIVES
| Sick children receive appropriate treatment for common
childhood illnesses

Derived from
the main '
country level T D N D R L
objective and T

iImmediate
preconditions

Main Country Level Objective:
CHWs have usable and quality medicines available
when needed for appropriate treatment of common
childhood illnesses




Planning & Implementation in Malawi

Mapping baseline results to the [T
TOC helped identify transport, Transport (EPT)
data visibility/knowledge of
resupply, and motivation as the
most important system Enhanced Management
weaknesses to address APRERER e

AlligisIA ereq

Interventions were then designed to address all these
bottlenecks, with steps in the causal pathway identified to
guide implementation
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Planning & Implementation in Rwanda, Ethiopia

e SCACCM used the same process to design

interventions and develop country specific TOCs for

Ethiopia and Rwanda

e The TOC serves as a guide to ensure that
implementation includes all elements of the
intervention causal pathway

" Once each intervention was rolled out, progress is

TOC

measured using monitoring data, again guided by the

\
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Using the TOC for M&E

e ATOC s a hypothesis (for project or country), and a
road map for determining ‘what do we need to know?’

e Like other frameworks, TOC is used for indicator
development

— ‘Main’ preconditions ~ ‘Core’ indicators
— Each precondition ~ 1 or more indicators

e TOC causal pathways show relationships between
indicators

e Assumptions are stated explicitly, but may change

Supply ClI



Country specific TOCs and M&E

TOC, indicators and narrative make up the country-specific M&E
Plans in each country

Data from routine monitoring are:

-Reviewed in sequence with the TOC to identify where gaps are
located in the chain of preconditions

-Used by teams to conduct an analysis and plan intervention support
to address those gaps, aiming towards improving the higher
preconditions

Midline and endline evaluations look at the validity of
hypotheses




Challenges

4 )
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Defining multiple (non-linear)
relationships between preconditions

\_

r

Determining the level of influence project
work will have on each precondition

- J

N
Determining which data are critical at interim stages,

i.e. limiting amount of data collected for monitoring

Adapting TOC to drastic changes in assumptions during
implementation period (i.e. Malawi)

J




Benefits of a TOC for Planning, Implementation,

M&E for Supply Chains

e TOCs help define program indicators, diagram data
relationships and evaluate hypotheses

e TOCs can be a useful tool for experienced supply chain
managers even before having rigorous M&E data

e Experience can be used to chart causal pathways, highlight
interdependencies and identify likely bottlenecks and gaps

e TOCs offer supply chain managers a level of precision
and a structure to facilitate prioritization that is
~ppissing from current approaches

Supply ClI




Benefits of a TOC for Planning, Implementation,

M&E for Supply Chains

e Learning: TOCs allows the project to document how
and why change happens

e Linking improved product availability to any one
intervention is difficult; measuring the degree of
implementation in TOC causal pathways allows you
to connect intervention results to changes in
product availability




Thank you!

Visit sc4ccm.jsi.com
for more information
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