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UNICEF in vaccine procurement

This map does not reflect a position by UNICEF on the legal status of any country or territory or the delimitation of any frontiers. 

Source:  UNICEF Supply Division

45% 
of children under five 
reached, in over 100 
countries (through 

only 5% of the global 
market share)

25
vaccines with 

different product 
presentations

2.4
billion

doses procured in 
2019

1.66
billion USD

throughput in 
2019

Partial schedule

Full schedule
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~ 50%
of doses are 

procured from 
suppliers in middle-
income countries



Vaccine Product Profile

• Biological products requiring constant 
temperature control Û Cold Chain from 
Manufacturer to Child
– Significant risks of production failures
– Quality is the over-riding criterion
– Highly regulated production 
environment
– Dependency on well-functioning NRA 
– Limited shelf life

Requiring a specific approach to be developed for vaccine procurement 

• 1- 5 suppliers per 
product
• High entry cost to 
manufacturers

• Production of a dose: 6 -24 
months
• Capacity increase: 2-3 years
• New plant: 5-7 years 
• New regulatory requirements 
can cause interruptions

High Product Sensitivity Limited Supply
Long lead times for vaccine 

production

Source:  UNICEF Supply Division 



1. A healthy industry is vital to ensure uninterrupted and sustainable supply of 
vaccines

2. Procurement from multiple suppliers for each vaccine presentation

3. Procurement from manufacturers in developing countries and industrialized countries

4. Paying a price that is affordable to Governments and Donors and a price that 
reasonably covers manufacturers minimum requirements

5. UNICEF should provide manufacturers with accurate and long-term forecasts; 
Manufactures should provide UNICEF with accurate and long-term production plans

6. As a public buyer, providing grants to manufacturers is not the most effective 
method of obtaining capacity increases

7. The option to quote tiered pricing should be given to manufacturers.

UNICEF’s procurement is focused on achieving Vaccine Security

The Vaccine Procurement Principles



Vaccine tender and contracting approach

Awards

LTA – ‘good faith’ framework agreements. 
based on good will from accurate 
forecasts, but ‘treated’ as contracts
To achieve exceptional results 
exceptional contracts have been 
awarded (eg, firm or pre-paid 
contracts)

Review with a confidential partner 
consultation

Multiple suppliers awarded per product
Pipeline assessed in award 
recommendation, and inform award 
strategy to incentivize continued market 
development

Strategy development

Product-specific procurement strategies, 
based on analysis  and experience

Informed by industry and partner 
consultations and objectives alignment

Tender process

RFPs for strategic products – flexibility for 
manufacturers to shape the offer to highlight how they 

can bring best value

Multi-year tender & award period – providing planning 
horizon and more certainty to manufacturers 

Wide invitee-list. All manufacturers are able to 
participate (including pipeline) invited



High level summary of joint UNICEF/PAHO Tender

UNICEF/ 
PAHO RFP

Manufacturers Office of 
COVAX 
Facility

WHO 
Prequalification 

Team

Market 
Sensitive 

DC

Independ
ent 

Product 
Group

Procurement 
Reference Group

UNICEF 
/PAHO 
Review

UNICEF/ PAHO 
RFP

Manufacturers Office of COVAX 
Facility

WHO 
Prequalification 

Team

Market 
Sensitive 

DC

Independent 
Product Group

Procurement 
Reference Group

UNICEF /PAHO 
Review

Award Process

2. UNICEF /PAHO 
LTAS

1. Office of COVAX Facility
APC

Manufacturers



Overall procurement process
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3

Procurement

5

Delivery
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Source:  UNICEF Supply Division 



Standard operational timelines are affected by

Completeness of request form
Clarity of specifications
Standard or not standard product
MOU negotiation
Availability of funds

Delivery terms
Market situation
Inclusion in forecasts

Mode of shipment
Availability of carriers
Documentation requirements

Source:  UNICEF Supply Division 

Planning PS request Cost 
Estimate

Funds 
transfer Procurement Delivery Shipment SoA

2 weeks 1 week 2-16 weeks2-8 weeks 5 weeks



COVAX participants procuring COVID-19 vaccine through UNICEF/ PAHO

Vaccine 
Request

Country will 
submit 
request 
through 
Vaccine 
Request 
Form

Allocation
Indemnity 
and liability 
Agreements

Country will 
be informed 
of the 
decision and 
requested to 
confirm when 
Indemnity 
and Liability 
agreement 
has been 
signed with 
the 
manufacturer 
of the 
allocated 
doses

NRA

Country to 
also confirm 
to Procureme
nt Agency 
[UNICEF/ 
PAHO] that 
their National 
Regulatory 
requirements/
approvals are 
in place and 
that country is 
ready to 
received 
allocated 
doses

PO

Upon receipt 
of the 
confirmations, 
UNICEF/ 
PAHO will 
place 
purchase 
order for the 
allocated 
doses with 
manufacturer 
and copy 
country and 
assigned 
Freight 
Forwarder.

Allocation of 
vaccine will be 
done by the Joint 
Allocation 
Taskforce (JAT) 
and Independent 
Allocation 
Validation Group 
(IAVG) will be 
passed on to 
COVAX Facility 
for 
implementation 
decision

PO 
Acknowledg

ement
Good 

readiness

Proceed 
with making g
ood ready 
to shipment

Shipment

When goods 
are 
ready, manufac
turer informs 
FF and 
arranges for 
delivery to the 
country.

Manufacturer 
will acknowledg
e the PO



UNICEF 
H I G H   L E V E L   S T E P S

High Level Purchase Order Process Flow for AMC92 and Self Financing Participants 
procuring through UNICEF

Manufacturer receives Purchase Orders from UNICEF or PAHO 
against LTA for AMC92/Self Financing Participants procuring 
through UNICEF/PAHO as Procurement Agencies 

There is NO PLAN to establish a logistic hub to be managed 
by UNICEF/PAHO

All shipments of vaccines procured through UNICEF will be shipped 
directly from manufacturers to consignee, using the UNICEF 
appointed freight forwarders

One purchase order per consignee per allocation



COVAX participant NOT procuring COVID19 vaccine through UNICEF/ PAHO

Supply Terms 
sheets

UNICEF/ 
PAHO in the 
role as 
procurement 
coordinator 
will establish 
Supply Term 
sheets agreed 
to by the 
manufacturer

Vaccine 
Request Allocation

Country will be 
informed of 
the 
allocation deci
sion.

Indemnity 
and liability 
Agreements
Country will be 
expected to 
sign Indemnity 
and Liability 
agreement wit
h the 
manufacturer
of the 
allocated 
doses.

NRA

Country to 
ensure 
that the 
National 
Regulatory req
uirements/app
rovals are in 
place and that 
country is 
ready to 
received 
allocated 
doses

Country will 
submit request 
through Vaccine 
Request Form

PO

Country will be 
expected to 
raise Purchase 
orders or 
Supply 
Agreement 
which will be 
issued directly 
to 
manufacturer.

PO shared 
by countries

Shipment

Delivery 
should 
be arranged 
in line with 
agreed INCO 
terms

Country 
should share 
a copy of the 
Purchase 
order with 
UNICEF/ 
PAHO in 
order for 
UNICEF/ 
PAHO to 
record
Allocation 
decision was 
implemented
Gavi APC has 
been drawn 
down by the 
number of 
doses on the 
SP country's 
PO

Good 
reception

Country to 
confirm to 
UNICEF/P
AHO when 
allocated 
doses are 
received in 
the country.



VACCINE 
PROCUREMENT 
SERVICES
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q Strategic programmatic tool that enables UNICEF partners to procure essential 
supplies and services through UNICEF’s global knowledge, purchasing capacity 
and logistics experience

q Procurement mechanism option for partners that is complementary to and 
integrated with UNICEF’s programme funded supply and logistics operation

q Partners choose Procurement Services because;

Expertise on strategic commodities and global markets.

Ability to obtain cost effective results / value for money.

Stringent quality procedures.

Ethical, competitive and transparent procurement processes.

Very strong country presence and local knowledge.

Looking to strengthen systems and support transition but do not want to displace
national capacity.

Concept of Procurement Services



Key Points to Consider for Vaccines Procurement Services

q Planning and forecasting à ensure timely delivery of vaccines à lead times 
à submit CE Request

q Country-specific regulatory requirements à WHO PQ à green light process

q Non traditional vaccines  / non-LTA à prior consultations with SD

q In-Country logistics (ICL)

q Funding and budgeting



Vaccine Cost sharing approach (for AMC countries)

q Fully subsidized doses will be distributed across 
Participants until donor resources are exhausted.

q Participants will then be able to allocate funds to 
purchase supplemental doses, fully financed via their 
cost-sharing contributions, for an additional percentage of 
their population.

q Participants who choose not to or are not in a position to 
cost-share will still receive their share of fully subsidized 
doses, but will not receive doses beyond what donor 
resources are ultimately able to cover



q Streamlined process for accessing donor-funded doses for highest 
risk groups and additional doses, if desired, to protect a higher 
proportion of the population

q Access to large, diverse, actively managed portfolio of vaccine 
candidates, maximizing chances of receiving effective, high-quality 
vaccines near term

q Access to second generation candidates that may have benefits in 
terms of cost, ease of use, or scalability

q Access to COVAX-negotiated prices: cost-sharing allocations will 
pay for vaccines as priced by the manufacturer, with the Facility 
serving as a “pass through”

q Assurance of safety and efficacy through WHO pre-qualification or 
stringent regulatory approval

Advantages of Cost Sharing 



Procurement of Cost Shared vaccines through UNICEF 

q For countries procuring their cost shared doses through UNICEF

q Countries submit a request for a Cost Estimate to UNICEF 
Procurement Services

q UNICEF shares a Cost Estimate; once this is approved by the 
country, funds are transferred to UNICEF to proceed with 
procurement

q Once funds are received, purchase orders are placed with delivery 
dates as per the delivery schedule shared by the country



Sample Cost Estimate

Source:  UNICEF Supply Division 



Useful resources
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Knowledge Translation and Exchange: Transparency on awards-prices-
stockpiles 

Useful resources UNICEF.org

Monthly publication of contracts awards link

UNICEF product Menu link

Vaccine Pricing data link

Emergency stockpile availability (OCV/ Meningococcal) link

Supply Chain Dashboard link

https://www.unicef.org/supply/contract-awards
https://www.unicef.org/supply/documents/gavi-product-menu
https://www.unicef.org/supply/pricing-data
https://www.unicef.org/supply/topics/immunization?items_per_page=50
https://app.powerbi.com/groups/me/apps/af8557d5-8573-4cee-a8a0-6d8307f4668e/reports/d0312250-9125-4a04-ba47-c5af1f6e4633/ReportSection54c34aaa347a6b7007da?ctid=77410195-14e1-4fb8-904b-ab1892023667&chromeless=true


Knowledge Translation and Exchange: Market Assessments 

Market Notes published Q4 2019/Q3 2020

§ Bacillus Calmette-Guerin  DEC 2019

§ Rotavirus Vaccine   FEB 2020

§ Human Papillomavirus Vaccine  MAY 2020

§ Pneumococcal Conjugate Vaccine  JULY 2020

§ COVID-19 vaccines AUGUST 2020

§ Seasonal Influenza Vaccine   SEP 2020

Market Notes to be published Q4 2020 - Q3 2021

§ Japanese Encephalitis
§ Diphtheria, tetanus toxoids and pertussis vaccine 
§ Oral Cholera Vaccine 
§ Typhoid Conjugate Vaccines 
§ Yellow Fever Vaccine 
§ Pentavalent vaccine
§ Tetanus-diphtheria 
§ Measles, Mumps, and Rubella 
§ Bivalent Oral Polio Vaccine

Available on 
www.unicef.org/supply/

market-notes-and-
updates

http://www.unicef.org/supply/market-notes-and-updates


Knowledge Translation and Exchange

Strategic Vaccine 
Procurement 
Assessment Toolbox

Strategic Vaccine 
Procurement e-learning 
course 

RESOURCES KNOWLEDGE EXCHANGE with PEERS

Vaccine Procurement 
Practitioners Exchange 
Forum (VPPEF)

Vaccine Procurement 
Practitioners Network 
(VPPN)

A standardized methodology 
for governments to assess 
their own national vaccine 
procurement processes

Current status: unicef.org 
webpages currently under 
development

e-course to guide users on how 
to identify & understand the 
strategic vaccine procurement 
cycle & processes to ensure 
sustainable access to 
affordable vaccines.
Current status: Content with 
e-vendor for storyboard 
development

Country buyers & partners
Exchange good practices & 
expertise
9 Forums held since 2015 
2020 eVPPEF (online)
Increasing demand from 
members & partners

Online platform 
Exchange 
>45 countries represented
Knowledge sharing/ 
development - Monthly 
webinar/ e-discussions 


