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Planning Phase Timeline

Nova Scotia Health

Milestone Date
Project kickoff Aug 2020
Charter drafted Sept 2020
Preliminary work began Sept2020
Charter approved Oct 2020
Core work began Oct 2020
First clinioopened Dec 2020
Projectcompleted Jan 2021

Planning Phase



Av Planning Phase
Project Organization

ASponsored and directed by Public Health
AProject managed by PSPI (Jules Petitjean)

ASmartsheet was used for

Project dashboard

Tracking of risks, requirements and assumptions
Work planning and task definition

Document management, review, approval

Task tracking and weekly updates

Single source of truth
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Planning Phase

Project Dashboard

COVID-19 Mass Immunization Planning

|
| COVID-19 Mass Immunization Planning I
I |
msprom\mrsm:r a compists. I
| Mus 01 the piEnaing t23m bening 3 COUD 1 atone S0 S ST it < 00T BN L3N ik D21 119 35055 02 I This project is considered complete.
TS T -a:- [ e ] m m -"_.—_-.I | Much of the planning team behind it has been transitioned to a "COVID-19 Vaccine Standards Task Team" which provides ongoing support to immunization clinics being set up across the
I p q p going suppo g P
| pazex AR i | province based on the planning material produced in this project.
12131120 s
o sl s 1
| 100% e g
| Joo% e ,,:m,, . 1 ( \ (
! Project Dates Key Contacts poectries  J|  msc || requremems || assumptons |J  stkenouers
e e o m_’"m" — 08/26/20 Marc Arseneau Review Risks Review Review Assumgtions | Review Stakenolders
Project Sponsor Mcess Files _ Requiremeants )
Start Date Marc.Arseneau@nshealth.ca + Submit New + Submit New
121{31’{20 Paula Burghgraef
Project Director
Planned End Date Paula.Burgharaef@nshealth.ca
100% Michelle Huntington Total Assumptions 4
0 Project Director
Complete Michelle Huntington@nshealth.ca 22
B Jules Petitjean
100% Project hManager
Schedule Expended Jules. Pefitian@nshealth.ca
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Planning Phase

Project Dashboard

Project Overview Change Requests

% Planned Start Planned End

Task Complete  Date Date Jul Aug Sep Oct Nov Submit a change request
COVID-19 Mass Immunization Planning for chartered stops and
coMm -8 Waes muniatonpinnina 1w | ]I R
[P ———— S ———. . Froject Initation
o o e g e RO 1 s
Vaccine and Supply Distribution and Management 100%

— . [ R Site Planni 100%
R LEEL. e TR B =5 T — Was a Gantt Chart

‘2’3_"?“ it P e
o -2 0 e o @ Health Equity Planning 100%
e . Pelicy, Training and Cemmunication 100%
1 | Flan Assambly 100%
! I
1 | ( Overall Progress History \( Planned Level of Effort \
! I
1 I 150% A0
: : = 100% 8 30 0
= |
1 = @ Tasks at
1 I E E 20 Risk*
| 1 = 50% | E 10
| 1 S
0%
P D ,‘g:éﬁaép {P {PG&QG&QG&Q & @Q@Q@N@K{Pﬁéﬁy'@)'@)\d\ {1_ {} {9 o o Qﬁ@@ﬁﬁﬁﬁﬁé‘?ﬁ@?ﬁn{&«{& * Relafive fo Dec 31 deadline
SOOI IS ﬁw} & O SN g R O A S N S
Pt PP EPTITFIFPFOSFES » e?\\ff’bc?\wf?@kmwc?\‘@'f;d‘
\- e A Dat )

Progress History Planned Level of Effort
(Count of ongoing tasks per week)
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v Planning Phase
Tracking Risks, requirements, assumptions

ALink to risk, requirement and assumption logs from the dashboard

Risk Log

Risk Source Status Description Impact Description  Probability Impact Score Strat... Strategy Mew WBS Managed Managed Managed Score
D Description ltem? Probability Impact
& i@ A i & [ @ &t £ @ & @ [ [ & &
| Cpen AEFI| monitoring and follow-up S0P could sit | Could delay 4 - Likely 3 - Moder: 12 - High Risk Mitigate Escalste to sponsor 2 - Unlikely 3 - Moderate G - Moderate Ria
as a draft st project end, waiting for various development of level and sbove the
stakehaolders to approve. adverse event training need for stakeholders
package, depending to review and return
on the content of that feedback promptly.

Requirement Log Assumption Log

ID Type Requirement Source Method of Assessment AssumptionID  Assumption Source
) &) & 5 & © @ @ @
003  Reguiremant Clinics must be safe. Charter ~ Health equity checklists Al Assumption for planning purpeses based on Charter
) L o _ — _ — guidance from DHW is to plan to immunize 100% of
004 Requirement Clinics must be efficient, as measured by (but not limited to) Charter  Appointment wait times, MNova Scotia’s population (ne minimum age
appaointment wait imes, line up wait times, ease of line up wait times, ease of " o
appointment bocking and clinic flow. appointmant booking and ADZ COVID casefcontact management first priority; Charter
clinic flow. COVID immunization/AEFI monitoring second
[ priorty; MDs and then other BCF essenfial services
o5 Requirement Clinic sites must be accessible, including by priority Charter  Healih equity checklists i ) ) !
populations by following the NSHA Health Equity Lens. AD3 ;u:.rf]?nx:lll not be concurrently offering school based Charter
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Work Plan

Planning Phase

Task Task Name D... Mote Lead(s) Managed Start Managed End %
1D Com...
m
+ Project Initation 'E' Jules Petitiean 2020-08-26 | 2020-10-19 | 1I]ﬂ%
TOO4 | + External Milestones | | | o melissa.boland@novascotia.ca | 2020-11-06 | 2020-11-20 | 1I]ﬂ% |
TOO7 | - Vaccine and Supply Distribution and Management | | | @ Clare Barter @ Stacey Dunphy | 2020-10-08 | 2020-12-23 | 100% |
TOO3 | = Distribution and storage plan for vaccines & supplies | 1.1 | | @ Clare Barter @ Stacey Dunphy | 2020-10-21 | 2020-12-11 | 100% |
T187 | NSH procurement of supplies for later distribution to clinics | | | @ Clare Barter @ Stacey Dunphy | 2020-11-30 | 2020-12-11 | 100% |
TO10 | Supply Distribution (Pravicusly "Procurement Process and F. | | @ Clare Barter @ Stacey Dunphy | 2020-10-21 | 2020-12-04 | 100% |
T128 | Warehouse storage | | | @ Clare Barter @ Stacey Dunphy | 2020-10-21 | 2020-12-04 | 100% |
TO12 | = Inventory monitoring | | | @ Clare Barter @ Stacey Dunphy | 2020-10-21 | 2020-12-11 | 100% |
TO13 | - Waccine inventory monitoring | | Panarama | @ Clare Barter @ Stacey Dunphy | 2020-12-02 | 2020-12-11 | 100% |
T182 | Crdering via Panarama | | | @ Stacey Dunphy | 2020-12-02 | 2020-12-11 | 100% |
T165 | Recieving | | Pharmacy | @ Stacey Dunphy | 2020-12-02 | 2020-12-11 | 100% |
T167 | Step-by-step receiving instructions | J | @ Jessica McCarthy @ Stacey Dunphy | 2020-12-02 | 2020-12-11 J 100% |
T166 | Reporting to Biodepot | | | @ Jessica McCarthy @ Stacey Dunphy | 2020-12-02 | 2020-12-11 | 100% |
T162 | Return of thermal shippers and GPS trackers | | @ Jessica McCarthy @ Stacey Dunphy | 2020-12-02 | 2020-12-11 | 100% |
TO14 | Clinic supply inventory monitoring | @ Clare Barter @ Stacey Dunphy | 2020-10-21 | 2020-12-04 J 100% |
TO16 | - Vendor needs / site capacity assessment | ‘v’endor =va @ Clare Barter @ Stacey Dunphy | 2020-11-26 | 2020-12-09 | 100% |
TO17 | Adequate vaccine storage | | | @ Clare Barter @ Stacey Dunphy | 2020-11-26 | 2020-12-09 | 100% |
TO18 | Adequate supply storage | | | @ Stacey Dunphy 0 urtina_sha|a-ramogaj@n5hg. 2020-11-26 | 2020-12-09 | 100% |
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Work Plan (cont.)
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Determine what supplie

4 J J @ JP Reochon @ melissa.boland@novascotia.cz

Who will be there to ent

Guide for sites (HI to st

Purpose

Document the procurer

Produce a written plan-

Document the tools anc

Have a specific plan, ar

Produce a written narrz

Provincially, determine - Vaccine s - Assume

Inputs

&

- NSH supg

Speci...
Requi...

&

- Assume

- Assume

- Assume

Planning Phase
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Write-up including: - W
Written narrative as to:

Written plan covering: -

Written report explainin

Awritten narrative abol

Written plan that includ



Av Planning Phase
Task Definitions

AWork plan fields fed an Adobe form to credtask Definition Forms

Click and drag fields onto your document

Columns g heaith
M Supports ° COVID-19 Mass Immunizations Planning
Project Task Definition
T Purpose b Task 1D and Name Planned Start:  Planned End:
I Task ID & Name I I Txt Planngd staFI IT:t Plannad Ennl
T Inputs L Purpose
Purpass
T Specific Requirements ]
Lead(s).
Laadig)

T Specific Assumptions

suEEnm |inc|u|::|inE but not limited ta):
T Outputs . —

Inputs:
Inputs
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COVID-19 Mass Immunizations Planning

Task Definition Forms

Task ID and Mame: Planned Start: Planned End:

T031: Location needs assessment | |202&1|:»2? | |2ﬂ20—11-11

Purpose:

ATaSk purpose’ Inputs’ Outpu‘B‘tC’ had Assemble Criteria for selecting loc’ns for community immunization sites

to be constantly updated by the PM as —

th e p I an WaS e I ab O rate d james.andersen@nshealth.ca, urtina.shala-ramosaj@nshealth.ca

Supports (including but not limited to):

christine villneff@nshealth.ca, cdare barter@nshealth.ca, pascal_rodier@nshealth.ca,

ATask Definition Forms were referred to i

consistently in project meetings -

AProject team members knew to refer to

l'j K S Y' '_F 2 N J l:l K _ﬁ) _d ata Q é \ {' Eﬂ%ﬁ&jé%ﬁgﬂ%lﬁ;ﬁ?&g?Hrir;ﬂtir:rgrichat can be used to determine a site's candidacy. Format doesn't
understanding of task details

Requirements:
* All applicable project reguirements on project dashboard

AThis vastly improved communication and| - =

avoided redundant work

Assumptions
* All applicable project assumptions on project dashboard




Av

Planning Phase

Document Management and Collaboration

ARow attachments and conversations enabled tegpecific dialogue

and

Row Sheet

Row 51: Location needs assessment

All

Sort by Date =

Task Definition Form (16).pdf

@ Document cor

December T3, 2020, 1

T31- Site Planning - Mass Im...
Row 51, comment

November 13, 2020, 4:00 FM by ]

[
<

l . \ Nova Scotia Health
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' ' Performance Improvement

document managemente »
f‘J

Attachments 7?7 X

trol

Task outputs were saved to each row

T031

\_\

Location needs assessment

Conversations

Row Sheet  All

? X

Please provide feedback

Row 571 Location needs assessment

)

Jules Petitjean

o Steps to completion: Expand upon EPrep
checklist
Circle back to IEs
Health equity lens checklist

2901020

= Reply

o james.anderson@nshealth/
@jules.petitjiean@nshealth.ca’let's move the

end date to the end of the week, Paula says
if | get this to her todav she will aet it back

Tagging sends an

email

notification




.,
Task Tracking and Weekly Updates

Weekly Update Workflow
Automated weekly
Trigger: [EE When 3 date isreached - 0 workflows emailed
Every weakon Friday starting on O1/08/20 - update requeStS tol
task leads and
© T linked to an
update form.
‘ ¥ Conditions (2) oo ‘ ‘ ¥ Otherwise |

0 Alert somsone

L Send tocontactsinacell -

Laadis)

@ Some recip

= Weekly Update

Hella! Pleass provide your weekly update using

the linked form below

Planning Phase

Weekly Update

Hello! Please provide your weekly update using the |

Clicking the link
took task leads to

A Gmail m =

3:54 PM
@ app.smartsheet.com

TaszkID
TO3 a task Summary james.anderson@nshealth.ca,
urtina.shala-ramosaj@nshealth.ca
form. They
Task Hame

reviewed and then
updated the field
Ije':li{f'}'ii"f-l"ii"i‘?& LN.Ca, urtina.shala-Tamo da::ﬂ / 2 Y LJt E

James.a

T Alternatively, the
task lead could use
their phone to

10/27/20

)

amd Managed End

\JJ
o

11/11/20

Managed Start respond_
10/27/20
Complete
Managed End 100%
11120
Schedule Expended
% Complete 100%

% schedule Expendea ) AUtOMatically calculated
100% and provided for reference.

(O Send me a copy of my responses

SUBMIT UPDATE

Raise for discussion

If selected, PM wouldvould
add as a meeting agenda item

a copy of my responses

Submit Update



Av Implementation Phase
Implementation Phase Intro

ABegan in January 2021
ALed by Public Health

AThe planning team transitioned to an operations support role
o0 Oversaw clinic setup and vaccine distribution IAW the processes designed in the planning ph

APM transitioned to a support and advisory role
o0 Knowledge transfer from planning documents to operations support team
0 Risk management, barrier remove#source management, problem solving
0 General coordination

Nova Scotia Health
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Av Implementation Phase
The Need for Daily Clinic Reports

AAppointment and inventory numbers were not adding up
AThere was no means of clinics reporting wastage
ANeeded to introduce daily clinic reporting

ASmartsheet was well positioned

Nova Scotia Health

eeeeeeeeeeeeeeeeeeeeee



Av Implementation Phase
Daily Clinic Report Reguirements

AReporting requirements were mostly common for all clinic types

o0 Community Clinic o Long Term Care Clinic

o Continuing Care o Pharmacy

o Drive Thru Clinic o Physician or Family Practice
o First Nations Clinic 0 In-home Vaccinations by

o Healthcare Worker Clinic Continuing Care

o0 Hospitallnpatients

ABut there were slight differences
ADecided all clinics would feed a common Smartsheet

ADifferent requirementsvould be accommodated using form logic
0 I.e. Only show field X when fieldsyvalueA

Nova Scotia Health

eeeeeeeeeeeeeeeeeeeeee




Av

Userfacing Form Fields

Implementation Phase

Field Name Note Field Name Note
Clinic Type Revealed a dropown list of Vial Size Automatically populated
clinics of selected type Lot #
Clinic Name Vials used
Clinic Location Automatically populated Reported doses used
Clinic Zone Automatically populated Doses wasted
Clinic Manager(s) Automatically populated Extra doses
Escalate To Automatically populated Number of doses
Clinic Date missing/short

Submitter's Name

Risks or requests for decision

Vaccine Product

Revealed some produsipecific

fields

Doses remaining echand

Corrected Entry?

Yes/no

UserSelected Vial Size
(Moderna)

Two Lot #s

Yes/no

4‘“

| Pro, ojec tS
Pe frman Imp ovement




Av Implementation Phase
Backend Fields (All Autpopulated)

Field Name Note
Date submitted Automatically populated
Duplicate Unique entries identified and compared using Clinic Name, Clate, and Lot #
Newest Version? Yes/no,by comparing submission dates of duplicates.
Check: Doses expected use( Calculated an expected value based on vials usedsizelextra doses, doses wastett,
Dose Audit Pasgf doses reported = doses expected. Fail otherwas&icked off an audit process
Audit Sent Date

Nova Sco th
P]tS

« Pe f ormanc Imp ovement




Av Implementation Phase
Extensive use of Automated Workflows

ADose audits
AAudit reminders and escalations

AAuto-archive entries > 2 weeks old
o ht R SYGNASa Y20OSR RIAfe& G2 |y a! NOKA@SE &
0 Required because we hit a maximum allowable cell references on the sheet

Aldentify and delete duplicate entries

o Corrections are common, and clinics are directed tsubmit entirely
0 Keep the most recent duplicate (it will be the one with corrections)
o hf RSNJ RdzLJX AOIFI 4GS Aa Y2OSR (2 + a5Sf SG4SR¢ a

Nova Scotia Health
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Implementation Phase

E'G“h ‘ |'u.'h||..d1h

Daily COVID-19 Vaccination Clinic Report

Thiz daily COVID-19 vaccination clinic report is used to inform program improvements and immunization
program reporting. We appreciate the information provided to enable the vaceine rell-out in Nova Scotia
to be 3 success.

MNumber of doses administered during clinic day *

Your Hame * Mumbers anly please. Mo text.
Clinic Type * | MNumber of doses wasted during clinic day *
| : i.e. particulate in the vial dropped, out of time
Select - . R
Clinic Date * A

ot be extracted during clinic day *
3|
Product Type * | &
() Pfizer () Moderna () AstraZeneca ing on-hand *

Vaccine Lot # *

. AdzoYAA&AA2YA XFYR O2dzyyiAy3H

+ H *®
Multiple Vaccine Lot #5 4gubmitted report with corections.

&re there multiple vaccine lot #s to report on this clinic day?

® Mo ) Yes - = e

1
Mumber of vials used during clinic day * !
Mumbers only please. Mo text. [[] send me a copy of my respanzea

Subamit

Total number of extra doses obtained beyond manufacture label *
i.e.: 7th dose for Phizer, 11th or 15th dose for Modemna, 11th dese AstraZeneca, and any extra Privacy Maotice | Report Ab
doses obtained by pocling vials ivacy Maotice | Report Abuse

cha Scotia Health
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PSPI Industrial Engineering Vaccine Clinic Support Timeline

Mid Dec 2020

Clinic setup support and
onsite data collection +
time studies for model

Mid Jan 0 Feb 2021

Design and planning
support for additional
community vaccination

Apr 2021

Simulation modeling testing
and analysis to support
ongoing VAC clinic planning

validation sites across province (Drive thru models, Hockey
(15+ sites) mass IMMs model)
N 2\ (e =\, N\
o o ° o Y o ) ¢

Early Dec 2020

Dal Clinic space
assessment, modeling
anddesign(based on

previous Jr. high

simulation modeling and
PAC design
configuration)

F

Nova Scotia Health
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Early January 2021

Simulation model
refinement based on
collected data and
statistics, design
guidelines developed

Mar 2021

Additional data
collection activities
across province for

model validation and
sensitivity analysis

April 6 Now

Continued design and
planning support, data
collection and site design

and setup




PSPl Industrial Engineering Vaccine Clinic Support Timeline

Early Dec 2020

Cal Clinic space
gssessment, modsling
and design (based on

previous Ir. high

simulztion madeling and
PaC design
configuration)

i
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~
Dalhousie Life Sciences Research Institute VVaccination
Clinic Dec 2020) Desgn and Planning

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

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

A Focused on data collection, analysis, simulation modeling and Lean Six Sigma principles

A Also applied more recent Primary Assessment Center (GOiEsting clinic)
design and planning support work for layout and clinic configuration planning

P ] S

" Perf ooooooo Imp eeeeeeee
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: S Leveraged previous Lean Immunization Clinic Project (Fall
l]“'?ﬂ,_ = S —’Dq@@ 2019) carried out across a number of Jr. High Immunizatio

‘___*a%:%gﬁ@; _»iﬁ%SjﬁEb Clinics

Qpg| Y

Distribution Of Immunization Times

Data Collection at 6 Jf,
High Clinics across
with sample size 462

SSSSSSS R

7% ‘ m[ &% CO”GCted zz
| [1ii-rsooacnaaar
Sl <L <<<<
Nova Scotia Health Developed a Discrete Event Simulation moéé&XSin to

ATt Project Services &

' Performance Improvement analyze and test design configurations and scenarios

Quality & System Performance
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ACIinic Workflow Model Inputs

Clinic Schedules and Arrival Distribution
Clinic Workflow developed with Site Leads

I £t AYAO { S Nlasedtevidud JY I8gh practical estimate assumptions

26




