
Project Services & Performance 
Improvement (PSPI) COVID-19 Support 

How Project Managers and Industrial Engineers Supported 
the Vaccination Planning and Roll Out



Project Management COVID-19 Support 

- Planning Phase

- Implementation Phase



Planning Phase Timeline

Milestone Date

Project kick-off Aug 2020

Charter drafted Sept 2020

Preliminary work began Sept2020

Charter approved Oct 2020

Core work began Oct 2020

First clinicopened Dec 2020

Projectcompleted Jan 2021

Planning Phase



Project Organization

ÅSponsored and directed by Public Health

ÅProject managed by PSPI (Jules Petitjean)

ÅSmartsheet was used for
o Project dashboard

o Tracking of risks, requirements and assumptions

o Work planning and task definition

o Document management, review, approval

o Task tracking and weekly updates

× Single source of truth

Planning Phase



Project Dashboard

Risks Requirements Assumptions

Planning Phase



Project Dashboard

Was a Gantt Chart

Progress History Planned Level of Effort
(Count of ongoing tasks per week)

Planning Phase



Tracking Risks, requirements, assumptions

ÅLink to risk, requirement and assumption logs from the dashboard

Risk Log

Requirement Log Assumption Log

Planning Phase



Work Plan

Planning Phase



Work Plan (cont.)

Planning Phase



Task Definitions

ÅWork plan fields fed an Adobe form to create Task Definition Forms

Planning Phase



Task Definition Forms

ÅTask purpose, inputs, outputs, etc, had 
to be constantly updated by the PM as 
the plan was elaborated 

ÅTask Definition Forms were referred to 
consistently in project meetings

ÅProject team members knew to refer to 
ǘƘŜƳ ŦƻǊ ǘƘŜ taΩǎ Ƴƻǎǘ ǳǇ-to-date 
understanding of task details

ÅThis vastly improved communication and 
avoided redundant work



ÅRow attachments and conversations enabled topic-specific dialogue 
and document management

Document Management and Collaboration

Document control

Tagging sends an
email notification

Task outputs were saved to each row

Planning Phase



Task Tracking and Weekly Updates

Automated weekly 
workflows emailed 
update requests to 
task leads and 
linked to an 
update form.

Clicking the link 
took task leads to 
a task summary 
form.  They 
reviewed and then 
updated the field 
ά҈ /ƻƳǇƭŜǘŜέΦ

Alternatively, the 
task lead could use 
their phone to 
respond.

Automatically calculated 
and provided for reference.

If selected, PM would would
add as a meeting agenda item 

Planning Phase



Implementation Phase Intro

ÅBegan in January 2021

ÅLed by Public Health

ÅThe planning team transitioned to an operations support role
o Oversaw clinic setup and vaccine distribution IAW the processes designed in the planning phase

ÅPM transitioned to a support and advisory role
o Knowledge transfer from planning documents to operations support team

o Risk management, barrier removal, resource management, problem solving

o General coordination

Implementation Phase



The Need for Daily Clinic Reports

ÅAppointment and inventory numbers were not adding up

ÅThere was no means of clinics reporting wastage

ÅNeeded to introduce daily clinic reporting

ÅSmartsheet was well positioned

Implementation Phase



Daily Clinic Report Requirements

ÅReporting requirements were mostly common for all clinic types

ÅBut there were slight differences

ÅDecided all clinics would feed a common Smartsheet

ÅDifferent requirements would be accommodated using form logic
o i.e. Only show field X when field Y is value A

Implementation Phase

o Community Clinic

o Continuing Care

o Drive Thru Clinic

o First Nations Clinic

o Healthcare Worker Clinic

o Hospital Inpatients

o Long Term Care Clinic

o Pharmacy

o Physician or Family Practice

o In-home Vaccinations by 
Continuing Care



User-facing Form Fields

Implementation Phase

Field Name Note
Clinic Type Revealed a drop-down list of 

clinics of selected type
Clinic Name
Clinic Location Automatically populated
Clinic Zone Automatically populated
Clinic Manager(s) Automatically populated
Escalate To Automatically populated
Clinic Date
Submitter's Name
Vaccine Product Revealed some product-specific 

fields
User-Selected Vial Size 
(Moderna)

Field Name Note
Vial Size Automatically populated
Lot #
Vials used
Reported doses used
Doses wasted
Extra doses
Number of doses 
missing/short
Risks or requests for decision
Doses remaining on-hand
Corrected Entry? Yes/no

Two Lot #s Yes/no



Back-end Fields (All Auto-populated)

Implementation Phase

Field Name Note
Date submitted Automatically populated

Duplicate Unique entries identified and compared using Clinic Name, ClinicDate, and Lot #

Newest Version? Yes/no,by comparing submission dates of duplicates.

Check: Doses expected usedCalculated an expected value based on vials used, vialsize, extra doses, doses wasted, etc

Dose Audit Passif doses reported = doses expected.  Fail otherwise --> kicked off an audit process

Audit Sent Date



Extensive use of Automated Workflows

ÅDose audits

ÅAudit reminders and escalations

ÅAuto-archive entries > 2 weeks old
o hƭŘ ŜƴǘǊƛŜǎ ƳƻǾŜŘ Řŀƛƭȅ ǘƻ ŀƴ ά!ǊŎƘƛǾŜέ ǎƘŜŜǘ

o Required because we hit a maximum allowable cell references on the sheet

ÅIdentify and delete duplicate entries
o Corrections are common, and clinics are directed to re-submit entirely

o Keep the most recent duplicate (it will be the one with corrections)

o hƭŘŜǊ ŘǳǇƭƛŎŀǘŜ ƛǎ ƳƻǾŜŘ ǘƻ ŀ ά5ŜƭŜǘŜŘέ ǎƘŜŜǘ

Implementation Phase



Implementation Phase
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Industrial Engineering COVID-19 Support 

Design and Planning for Mass Immunization Clinics



Early January 2021Early Dec 2020

Mid Dec 2020 Mid Jan ðFeb 2021 Apr 2021

Mar 2021 April ðNow
Dal Clinic space 

assessment, modeling 
and design (based on 

previous Jr. high 
simulation modeling and 

PAC design 
configuration)

Simulation model 
refinement based on 
collected data and 
statistics, design 

guidelines developed

Additional data 
collection activities 
across province for 

model validation and 
sensitivity analysis

Continued design and 
planning support, data 

collection and site design 
and set-up

Clinic set-up support and 
onsite data collection + 
time studies for model 

validation

Design and planning 
support for additional 

community vaccination 
sites across province 

(15+ sites) 

Simulation modeling testing 
and analysis to support 

ongoing VAC clinic planning  
(Drive thru models, Hockey 

mass IMMs model)

PSPI Industrial Engineering Vaccine Clinic Support Timeline





Dalhousie Life Sciences Research Institute Vaccination 
Clinic (Dec 2020) - Design and Planning

ÅNeeded to have engineering design and planning done very quickly to meet 
immunization timelines (~1 week)

ÅLeveraged previous Lean Immunization Clinic Project (Fall 2019) carried out 
across a number of Jr. High Immunization Clinics
ÅFocused on data collection, analysis,  simulation modeling and Lean Six Sigma principles

ÅAlso applied more recent Primary Assessment Center (COVID-19 testing clinic) 
design and planning support work for layout and clinic configuration planning 



Data Collection at 6 Jr. 
High Clinics across NS 
with sample size 462 
collected

Developed a Discrete Event Simulation model (FlexSim) to 
analyze and test design configurations and scenarios

Leveraged previous Lean Immunization Clinic Project (Fall 
2019) carried out across a number of Jr. High Immunization 
Clinics



Clinic Workflow Model Inputs 

26

/ƭƛƴƛŎ {ŜǊǾƛŎŜ ¢ƛƳŜǎ ό┐ύ ςused previous Jr high+ practical estimate assumptions

Clinic Workflow - developed with Site Leads
Clinic Schedules and Arrival Distribution


