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I. SUMMARY OF PROCUREMENT STRATEGY 

1. To effectively respond to the coronavirus disease (COVID-19) pandemic in Pakistan, the 
COVID-19 Vaccine Support Project under the Asia Pacific Vaccine Access Facility will provide 
the Government of Pakistan with timely financing for safe and effective vaccines. The proposed 
project total amount is $581 million. The Asian Development Bank (ADB) contribution is $500 
million from ADB’s concessional ordinary capital resources through the Asia Pacific Vaccine 
Access Facility (APVAX), and $81 million will be cofinanced by the government for interest during 
implementation and as in-kind contributions for operational support (in lieu of tax exemptions, 
health infrastructure, health workers, and interest payment during implementation etc.).  

2. Project scope comprises two outputs. 

3. Output 1: COVID-19 vaccines procured and delivered to designated points. The 
project will provide financing to procure vaccines. The government may procure them through 
direct contracting with manufacturers and/or via the COVAX Facility and/or directly engaging 
UNICEF. An estimated 39.83 million doses for COVID-19 vaccines will be delivered to provincial 
EPI warehouses.1 The expenditure items will include: (i) under the rapid response component, 
vaccines that meet any of the eligibility requirements in the APVAX policy and its amendments,2 
including advance payments, and international logistics and related services required for the 
transportation of vaccines from the place of purchase to the warehouse of Federal EPI; and, (ii) 
under the project investment component, safety boxes, syringes, and other items required for the 
administration of the vaccines, and national logistics and related services required for the 
transportation of vaccines from the warehouse of Federal EPI to designated delivery points in 
Pakistan. Retroactive financing, up to 30% of the loan amount, will be used for financing of signed 
contracts by the government prior to loan effectiveness for procuring COVID-19 vaccines, subject 
to eligibility of the vaccines under APVAX eligibility criteria. Prior to the disbursement of the loan 
proceeds, MONHSR&C and Federal EPI shall submit vaccine procurement contracts for ADB’s 
prior review that comply with the APVAX policy requirements. 

4. Output 2: Vaccine program implementation capacity strengthened. Under the project 
investment component, the project will strengthen the capacity of the MONHSR&C and Federal 
EPI through a project management unit (PMU) to help them implement the COVID-19 vaccine 
program effectively and efficiently. The PMU will receive essential support from consultants 
funded by the project, covering project management and coordination, procurement and supply 
chain management, including distribution; gender mainstreaming; monitoring and evaluation; 
performance and information systems audits; and waste management. Additional international 
expertise may be organized through existing technical assistance.3 

5. The main procurement packages are detailed in the Procurement Plan (Section IV. C of 
the Project Administration Manual). Vaccines will be required to meet ADB’s vaccine eligibility 
criteria and procurement will be undertaken in accordance with ADB’s Procurement Policy (2017, 
as amended from time to time) and the Procurement Regulations for ADB Borrowers (2017, as 
amended from time to time).4 Universal procurement shall be applied as per ADB APVAX policy. 
ADB standard bid documents and/or request for proposal shall be used for recruitment of 

 
1  Based on assumptions of a unit price of $11 per dose for COVID-19 vaccines and two doses per patient.  
2 ADB. 2020. ADB's Support to Enhance COVID-19 Vaccine Access. Manila; ADB. 2021. Proposed Amendment to 

ADB’s Support to Enhance COVID-19 Vaccine Access. Manila 
3  ADB. 2020. Addressing Health Threats in Central Asia Regional Economic Cooperation Countries and the Caucasus. 

Manila (TA 6535-REG) 
4 ADB. ADB Procurement Policy; ADB. Procurement Regulations for ADB Borrowers.  

https://www.adb.org/sites/default/files/adb-procurement-policy.pdf
https://www.adb.org/sites/default/files/procurement-regulations-adb-borrowers.pdf
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consulting services. Request for quotation may be used in most goods (syringes, safety boxes 
etc.).  
 
6. Value for money in procurement will be achieved by securing multiple types of vaccines 
either through several bilateral deals, or through COVAX and or directly through UNICEF on 
reasonable commercial terms including timely procurement of contracts under project investment 
component (PIC) component and through close monitoring of contract implementation to improve 
the probability of timely delivery of vaccine and its rollout. 
 
7. The attached report highlights some mitigation measures and recommendations to 
address the deficiencies in the procurement capacity of the executing and implementing agency. 
It is expected that these mitigation measures will reduce project procurement risk including non-
compliance and ensure economy, value for money, and foster efficiency in the implementation of 
the project. All risks are not analyzed. The risks which are unlikely to impact upon the projects are 
discarded. However, important/high risks are taken into consideration which are very likely to 
impact the overall project implementation.  

 
II. SPP DUE DILIGENCE 

A. Operation Environment 

8. The executing agency will be the MONHSR&C. The implementing agency will be the 
Federal EPI. National Command and Operation Center (NCOC) in collaboration with 
MONHSR&C has constituted a dedicated national vaccine task force and expert committee. The 
expert committee is responsible for engaging with potential manufacturers on bilateral basis to 
conduct contract negotiations and propose recommendations of contract award to the cabinet 
committee and or procure through COVAX. The cabinet has exempted COVID-19 vaccine 
procurement from Public Procurement Regulatory Authority (PPRA) rules 2004, that enables the 
committee to proceed with direct/negotiated contracting. The cabinet has constituted a sub-
committee for the procurement of COVID-19 vaccine in terms of Rule 17 (1), of Rules of Business 
1973 that authorizes the committee to make decision on vaccine procurement. The cabinet 
committee supervises and oversees the COVID-19 vaccine deployment and to take all the 
necessary decisions related to administration and management under the direct guidance from 
the Prime Minister. Federal EPI is responsible for vaccine logistics and supply chain management 
under the direct supervision of Director General (DG) Health of MONHSR&C. This entire process 
of procurement as well as supply chain management is however, carried out under the leadership 
of MONHSR&C and guidance of cabinet committee and NCOC. The National Disaster 
Management Authority (NDMA), as part of the procurement committee, will lead the contract 
negotiations for vaccine procurement through bilateral deals. The fiduciary responsibility for the 
procurement of eligible vaccines will remain with MONHSR&C who signs the contracts as first 
party – NDMA may co-sign the contracts. 

9. The DG Health office leads all the discussions of vaccine supply chain management and 
administration of vaccine, aligning all the effort through the health department. Provinces being 
the key stakeholder in the implementation of the deployment process are taken on board, both by 
the Ministry and EPI, while NCOC is also connected via daily video calls to apprise the whole 
process, clearly demarcating the roles and responsibilities. The vaccine deployment related 
discussions are taking place on daily basis and consensus is achieved over matters requiring 
thorough debate. The message that should go to public and/or media in terms of vaccines is also 
discussed at the NCOC first and then it goes on air. Inter-sectoral collaboration among various 
line department and/or ministries is also being considered as the social mobilization component 
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can be leveraged in mobilizing adult population for vaccination and it becomes a common cause 
as a nation, and everyone contributes its share to protect masses against the deadly coronavirus 
disease. 

10. The Administration Section of the MONHSR&C is involved in routine procurement of 
goods (stationary, furniture, IT equipment, etc.) and services (legal, repair & maintenance, etc.) 
for the Ministry. In addition, the Population Program Wing of MONHSR&C also does procurement 
of contraceptives for federating areas on yearly basis. Currently, there is no dedicated 
procurement unit in the Ministry for handling bulk procurement of goods (medicines, vaccine, 
hospital equipment etc.) and services for health programs and hospitals. All the health programs 
and hospitals, working under the administrative control of MONHSR&C, are doing their 
procurements of relevant goods and services by their own out of the allocated budgets to these 
entities. The MONHSR&C is, however, planning to establish an Integrated Supply Chain & 
Procurement Unit within the Ministry premises with the technical support of relevant development 
partners for the purpose to ensure procurement and supply chain systems strengthening, capacity 
building, economies of scale and uniformity, and quality assurance. Since the Federal EPI already 
performs vaccine procurement for routine immunization and maintaining cold chain management, 
including running an online inventory management via vaccine logistics management information 
system (vLMIS) and/or Expanded Programme on Immunization Management Information System 
(EPI-MIS), and distribution up to end user level, therefore, the MONHSR&C intends to use the 
same platform for the COVID-19 vaccine supply chain management and data entry. In addition, 
for COVID-19 vaccine inventory management, an online software tool has been developed named 
COVID-19 inventory management system (COVIM), to be eventually integrated with vLMIS and/or 
EPI-MIS. 

11. For implementation of the proposed project, a dedicated PMU will be established which 
shall be responsible for vaccine procurement and its deployment throughout the country. The 
same PMU shall be responsible for the execution of the World Bank and Islamic Development 
Bank (IsDB) vaccine projects. There shall be strong coordination among the donors during 
implementation. A project director hired by the MONHSR&C, located at Federal EPI, and reporting 
to the National Program Manager (NPM) of Federal EPI. DG Health will be assisted by the NPM 
of EPI and PMU. The MONHSR&C will be responsible for the project implementation. Project 
oversight will be provided through Deputy Director (P-IV) and Supply Chain and Procurement 
Advisor of MONHSR&C. ADB will provide individual consultants to PMU for a successful 
implementation of project. Details of various consultants is included below organizational chart. 
The World Bank and IsDB will also supplement this PMU by providing additional resources.  
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12. In addition to vaccine procurement and support of individual consultants, ADB shall 
provide financing for procurement of syringes, safety boxes, vaccines carriers, and other 
associated accessories. Further details on packaging and procurement method shall be 
discussed during implementation once requirement of such activities are clear. Two consulting 
firms shall be recruited each for performance audit and media campaign.  

13. Federal EPI, the implementing agency, shall be responsible for procurement of ancillary 
goods, individual consultants, consulting firms and logistical/transport services for all Provincial 
EPIs. The procurement and inventory management capacity of the Health Departments in Punjab, 
Sindh, Khyber Pakhtunkhwa stands considerably augmented by virtue of almost a decade of 
provincial autonomy being enjoyed by the provinces since promulgation of 18th Constitutional 
Amendment. Their EPI Cells are endowed with fairly trained personnel who have the capacity to 
undertake procurements and inventory management that are consistent with government 
regulations as well as international financial institution guidelines. However, the Balochistan lags 
behind in terms of procurement capacity and inventory management. The provincial EPIs shall 
be supported by Federal EPI.  

14. The capacity of Federal EPI is constrained and will not be able to manage the pooled 
procurement for the provincial and regional EPIs effectively and efficiently including inventory 
management. To mitigate this risk, additional resources shall be provided to PMU for effective 
management of inventory management system and roll out of vaccine program. In addition, ADB 
will provide support by providing capacity building training and working closely with the Federal 
EPI in the procurement activities.  

15. Domestic cold chain capacities of MONHSR&C, Federal, Provincial, and Regional EPIs 
are reasonably sufficient to accommodate vaccine for temperature 2 to 8 degree. In addition, ADB 
supported procurement of 23 units of ultra-cold chain freezers (–80⁰ C) along with ancillary 
equipment (air-conditioner and power generators) and services (distribution, installation, 
commissioning and training) through United Nations Children’s Fund (UNICEF). All the 23 UCC 
freezers have been arrived and installed in 15 nominated districts across the country and at 
Federal EPI and National Institute of Health warehouses. Emergency Use Authorization shall be 
carried out by the Drugs Regulatory Authority Pakistan (DRAP) for vaccine. The record is inputted 
in vLMIS/MIS. In addition, the COVIM has been established for inventory management of COVID-
19 vaccine.  

16. The MONHSR&C has a long experience in providing supervisory, strategic advisory role 
in project planning, processing, project development, and execution of health projects. Federal 
EPI has a long history of implementing health projects including vaccines financed by Government 
of Pakistan and other development partners such as Gavi, the Vaccine Alliance (Gavi), UNICEF, 
United States Agency for International Development (USAID), World Health Organization (WHO) 
and the World Bank. An oversight mechanism is in place. A Strengths, Weaknesses, 
Opportunities and Threats analysis is conducted based on the procurement risk assessment to 
get the information regarding Agency’s Strength and Weakness for both MONHSR&C and 
Federal EPI as per following table:  
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Capacity and Capability Assessment of the Borrower 
 

Strengths Weaknesses 
• Has a National Deployment and Vaccination 

for COVID-19 Vaccines (2021)  
 

• Federal EPI provides timely standard 
operating procedures and guidelines 
pertaining to vaccines to provincial EPIs  

 
• An oversight and governance requirements 

and a clear chain of accountability 
 
• MONHSR&C, Federal and Provincial EPIs 

have the support of the relevant levels of 
government to effectively implement the 
project  
 

• MONHSR&C, Federal, and Provincial EPIs 
will have ADB, World Bank, WHO, UNICEF, 
USAID and other development partner agency 
support  

 
 

• Key stakeholders acknowledge the 
emergency and urgent strategic need for the 
project 
 

• Significant development partner coordination 
for vaccine support (COVAX/GAVI, World 
Bank, ADB, UNICEF, WHO, USAID) 

 
• Federal EPI experienced in the 

implementation of vaccine program 
throughout the country through provincial and 
regional EPIs 

 
• Centralized procurement at federal level for all 

provinces  
 

• Federal EPI will have their own Procurement 
& Clearance Section with full-time/part staff 
and contractual staff and logistics system to 
distribute goods to the end users  

 
• EPI has own cold chain system up to health 

facility level and further supported by ADB for 
purchase of UCC freezers 
 

• EPI has a web-based vaccine logistics 
management information system for data 
recording, inventory management, forecasting 
& quantification, and reverse logistics up to 
health facility level  

 

• Large number of stakeholders 
 

• Wide geographic coverage 
 

• Special committee established for vaccine 
procurement may not have sufficient relevant 
expertise and experience in dealing with 
contract negotiations 

 
• Potential to drive cost savings with proper 

packaging; however, due to the pandemic 
emergency, prices might suffer increases due 
to the excessive demand of the 
items/vaccines 
 

• EPI non-familiarity with ADB financed 
projects, however EPI is familiar with other 
development partner-funded projects such as 
World Bank, UNICEF, WHO  
 

• Not sufficient staffs to conduct additional 
procurement activities under the proposed 
project 

 
• Existing logistics facilities are not sufficient for 

proposed project 
 
• Procurement record is maintained manually  
• Lack of strong internal audit mechanism for 

vaccine inventory management  
 

• Week asset management leading to pilferage 
of assets  
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• COVIM has been developed for online 
COVID-19 data recording 

Opportunities Threats 
• Availability of skilled labor force of health 

workers 
 

• Potential of engaging UNICEF for 
implementation/monitoring support  
 

• Strong sponsorship and support of 
vaccine program at highest level of 
government  

 
• Willingness of people to have COVID-19 

vaccine 
 

• Development partner coordination support 
(ADB, COVAX/GAVI, UNICEF, WHO, 
World Bank, USAID) 
 

• Private sector 
 

• Constrained markets due to the global 
pressure on the vaccine manufacturers and 
suppliers from all over the world 
 

• Vaccine being ineffective after placing order 
due to mutation of virus  

 
• In the absence of delegation of authority to 

EPI for procurement decisions, exceptional 
delays are expected 

 
• Potential delays in release of counterpart 

funds and contract awards; and inadequate or 
non-existent budget allocations to cover local 
transportation costs from the entry point to the 
warehouse 
 

• Weak cold chain system can cause more 
wastage of vaccine dosages 

 
• Unhealthy competition  

 
• Lack of proper management can hamper the 

progress of the project  
• Overpriced vaccine by private sector including 

quality control and accountability issues 
• Complaints  

ADB = Asian Development Bank, COVAX = COVID-19 Vaccines Global Access, COVID-19 = coronavirus disease, 
COVIM = COVID-19 inventory management system, EPI = Expanded Programme on Immunization, IsDB = Islamic 
Development Bank, Gavi = Gavi, the Vaccine Alliance, MONHSR&C = Ministry of National Health Services, Regulations 
and Coordination, UCC = ultra-cold chain, UNICEF = United Nations Children’s Fund, USAID = United States Agency 
for International Development, WHO = World Health Organization. 
 
B. Market Analysis  
 
17. The options available to the government to source vaccines from the international market 
include: 

(i) Accessing vaccines through COVAX; 
(ii) Engaging UNICEF to support procurement of vaccines outside COVAX; and 
(iii) Entering into direct bilateral deals with vaccine manufacturers. 

 
18. Prior to becoming eligible expenditures under the project, vaccines will be required to meet 
ADB’s vaccine eligibility criteria (footnote Error! Bookmark not defined.). 
 
19. While the government is prioritizing vaccines that have lower temperature sensitivity (i.e., 
+2 to +8oc), it is open to purchasing more limited quantities of vaccines requiring ultra-cold chain 
transport facilities, to be deployed on in certain areas of the country that can effectively manage 
these sensitive goods. 
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1. Accessing Additional Vaccines through COVAX 

 
20. The COVAX facility is an initiative formed by WHO, the Coalition for Epidemic 
Preparedness Innovations, and Gavi. It encourages global participation to pool demand and 
resources for vaccine procurement. Pakistan can access free doses, sufficient to vaccinate up to 
20% of its population through the COVAX Advanced Market Commitment (AMC). It may 
additionally self-finance to receive additional doses over and above those that it will receive for 
free.  
 
21. COVAX expects to have access to a broad portfolio of vaccines at competitive prices with 
expected availability in 2021. Through its procurement partner UNICEF, it is currently finalizing a 
number of long-term agreements with vaccine manufacturers. Procurement under COVAX also 
provides relative cost certainty, standardized contracting formats, and access to a no-fault 
compensation mechanism for severe adverse events. ADB strongly supports countries that wish 
to utilize additional funding to access vaccines though COVAX. Direct engagement of UNICEF 
under the COVAX facility is determined as providing value for money in procurement. 
 
22. In December 2020, MONHSR&C received confirmation of its participation in the COVAX 
AMC. Pakistan has joined COVAX AMC countries to secure COVID-19 vaccine(s). As per the 
COVAX allocation, Pakistan expects to receive vaccine doses equal to 20% of its population. On 
26 April 2021, government has expressed its interest in purchase of additional vaccine through 
COVAX facility.  
 

2. Engaging UNICEF to Support Procurement Outside of COVAX 
 

26. Engaging UNICEF to support vaccine procurement is one of the options of mitigating the 
capacity constraints of MONHSR&C. UNICEF is experienced in vaccine procurement and have 
established relationships with manufacturers and suppliers of related goods and services. 
According to Pakistan’s NDVP, the Government of Pakistan has worked with UNICEF in various 
activities like advocacy, communication, and demand promotion; operationalization of 
communication Interventions; crisis communication; vaccine and logistic stock management; 
assist different working group; procurement of vaccine etc. In addition, UNICEF is currently 
managing the procurement services portfolio for Expanded Programme on Immunization which 
involves procurement of vaccines and devices under Gavi funded with cofinancing by the 
Government of Pakistan.  
 
23. UNICEF is well positioned to manage the complexities of vaccine procurement. They are 
currently establishing long-term agreement with the vaccine manufacturers. UNICEF is 
considered a partner organization to ADB and the bank enjoys a long-standing relationship with 
UNICEF across multiple countries in Asia. ADB has approved the use of UNICEF’s Supply 
Manual and associated procurement rules in the implementation of ADB funded projects. 
 
24. As UNICEF is the procurement coordinator for COVAX, it is expected to first prioritize 
provision of vaccines to the COVAX. Outside of COVAX, UNICEF has advised ADB that will 
supply vaccines outside the COVAX mechanism as long as these activities do not negatively 
impact the supply of vaccines by COVAX. UNICEF has advised that it expects vaccine supply to 
remain constrained until at least Q4, 2021. 
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3. Bilateral deals 

 
25. Bilateral deals involve direct negotiations with individual vaccine developers / 
manufacturers. The approach may accelerate access to vaccines depending on the status of 
vaccine approval, the existing orders the manufactures have and their available manufacturing 
capacity. In the current constrained market, vaccine manufacturers can dictate agreement terms 
leading to very one-sided contracts (favoring the manufacturer) in some cases. 
 
28. Technical expert committee appointed to negotiate with manufacturers, is currently 
holding negotiations with several manufacturers. 

 
C. Risk Management 

 
26. A risk assessment was conducted to identify and assess the main areas of risk associated 
with the procurement and delivery of vaccines throughout the country. The attached risk register  
identifies the following risks including the mitigation measures to address those key risks and the 
level of residual risk: 
 

(i) Severely constrained vaccine supply market exacerbated by large advance orders 
placed by high income countries. 

(ii) Substantially imbalanced contracts that place large risks on the client. 
(iii) Limited visibility on approvals of candidate vaccines and availability of supply. 
(iv) Vaccines selected do not subsequently meet ADB vaccine eligibility requirements. 
(v) Limited knowledge in procurement and management of COVID-19 vaccines 

contracts. 
(vi) Insufficient capacity of Federal and Provincial EPIs to deal with huge population 

vaccination. 
(vii) Insufficient existing set-up of the Federal EPI to deal with additional procurement 

under proposed project. 
(viii) Administration of vaccines to ensure recipients are inoculated in the most efficient 

way with post vaccination monitoring.  
(ix) Inadequate storage facilities at all EPI level. 

 
27. Noting special arrangement put in place for vaccine procurement, the capacity of 
MONHSR&C and EPI, the severely constrained vaccine market, large bargaining power of the 
vaccine manufacturers, and the reliance of the government on bilateral deals, the procurement 
risk under this project is rated as high at this stage of project processing. The risk will be assessed 
again during implementation and updated accordingly based on the performance of the executing 
agency/implementing agency.  
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D. Option Analysis 

 
28. The following options have been considered:  
 
Ref Description Modality F S A Total Narrative 
1 Procurement of 

additional doses 
through COVAX 

Direct 
Contracting 

10 10 8 28 + Terms and conditions under COVAX are 
equitable. 
+ UNICEF supports procurement and supply 
+ COVAX pricing is expected to be among the 
lowest available on the market. 
+ Increased visibility on when vaccines will be 
available. 
+ A portfolio approach to procuring vaccines by 
COVAX means that certain vaccines will be 
available to the DMC, even if some vaccines in the 
portfolio do not get regulatory approval.  
+ Access to no-fault compensation mechanism. 
+ ADB has standard terms and conditions for DMC 
to engage UNICEF 
 
- COVAX will not supply additional vaccines until 
free doses (20% population) are supplied to all 
AMC countries. 
- Supply will be constrained as COVAX will 
distribute in balanced manner globally. 
- COVAX will only supply vaccines from portfolio. 
Other vaccines not in portfolio may be available 
more quickly. 
- Quantity of vaccines available through COVAX 
unlikely to meet full demand of government. 

2 Procurement 
directly with 
manufacturers 
though bilateral 
deals 

Direct 
Contracting 

10 6 10 26 + NVTF, NCOC and MONHSR&C directly in control 
of vaccine procurement. 
+ Vaccine volumes may be available more quickly. 
+ All costs go toward vaccines (no procurement 
fees) 
+ Ability of NVTF to target emerging vaccines of 
interest. 
+ Ability to select preferred vaccine. 
 
- For deals made prior to vaccine approvals, 
possibility that vaccine may fail in clinical trials 
- Contracts may be substantially imbalanced in 
favor of manufacturers. 
- Suppliers may demand large unsecured advance 
payments 
- Vaccine prices may exceed those available in 
other options. 
- Availability may be delayed, due to large order 
book of manufacturers. 
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Ref Description Modality F S A Total Narrative 
- ADB may not accept negotiated contacts due to 
non-compliance of eligibility as well as inclusion of 
Anticorruption and publishing of contact award 
requirements.  
- Manufacturers may require additional risk 
mitigation structures, such as increased 
indemnification guarantees or provision for a no-
fault compensation mechanism 

3 Engage UNICEF 
outside of 
COVAX to 
support 
procurement 

Direct 
Contracting 

9 8 5 22 + UNICEF has large experience in vaccine 
procurement 
+ UNICEF has access to wide portfolio of potential 
options following UNICEF Global Tender executed 
in December 2020. 
+ UNICEF may negotiate better terms due to 
existing relationship with manufacturers and 
economies of scale. 
+ Will provide full service including delivery to 
stated points in country. 
+ Use of UNICEF would reduce pressure on 
MONHSR&C  
+ UNICEF can procure vaccines not available 
through COVAX 
 
- For vaccines inside COVAX, approach sub-
optimal given lack of no-fault compensation 
mechanism and UNICEF focus on delivering for 
COVAX 
- Additional UNICEF procurement fees will apply 
- UNICEF capacity to prioritize Pakistan needs 
unknown due to large workload with COVAX. 
- Risks related to availability and pricing remain 
- Manufacturers may still require additional risk 
mitigation structures, such as increased 
indemnification provisions and establishment of a 
no-fault compensation mechanism  

F = Feasibility; S = Suitability; A = Acceptability. 
ADB = Asian Development Bank, COVAX = COVID-19 Vaccines Global Access, COVID-19 = coronavirus  
disease, COVIM = COVID-19 inventory management system, DMC = developing member countries, MONHSR&C = 
Ministry of National Health Services, Regulations and Coordination, NCOC = National Command and Operation Center, 
NVTF = National Vaccine Taskforce, UNICEF = United Nations Children’s Fund. 
 
 
29. Noting the above available options, the government intends to i) procure additional 
vaccines through bilateral deals with various vaccine manufacturers as well as government-to-
Government deals. 
 

III. PROCUREMENT STRATEGY 

30. The recommended procurement strategy offers below approach: 
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(i) Enter into bilateral agreement with vaccine manufacturers that meet APVAX 
eligibility or have a pathway to meeting APVAX eligibility requirements. It is to be 
noted that procurement under rapid response component (RRC) is restricted to 
vaccines, international logistics, and some specific consulting services. For 
logistics, the principle is as follows; 

• If a single contract covers international logistics and some domestic 
logistics component (i.e., not only delivery to main airport, but also to 
regional hubs) this is acceptable under RRC; but 

 
• If there is a contract for international logistics and then a separate contract 

for domestic logistics, the domestic logistics component would need to be 
either covered under PIC, or by non-ADB financing 

(ii) Procure additional volumes through the COVAX facility. Government has 
expressed interest to COVAX for procurement of additional doses. Once confirmed 
by COVAX, Government may consider opting for this this option. Procurement 
under option shall be conducted by engaging UNICEF.  

31. Where necessary under either of the above options, the government shall enter into 
additional agreements for international logistics and related services.  

32. All vaccine contracts shall be subject to prior review, inclusive of contracts signed and/or 
contract variations. Review requirement for other contracts is reflected in the procurement plan.  

33. The use of bespoke contracts provided by vaccine manufacturers shall be subject to ADB 
approval. ADB shall be provided with the complete contents of all vaccine contracts, for review, 
prior to confirming that they are acceptable to ADB. As a minimum, contracts will be required to 
include anticorruption and audit provisions that are acceptable to ADB. 
 
34. To confirm that a vaccine contract is acceptable to ADB, for it to be financed under a loan, 
ADB must be provided with a full unredacted version of the contract for review and confirmation 
of its acceptability. Unless avoidable, it should be shared before it is signed by the parties. ADB 
should be provided with a copy of all contracts so ADB can provide general insights as to how the 
key terms (pricing, availability, risk allocation) compare with other contracts that ADB has agreed 
to finance to date. Following should be considered: 
 

a. All contracts will, by default, require the inclusion of text on ADB requirements with 
respect to anticorruption and audit. ADB Office of Anticorruption and Integrity has 
drafted a standard text which may need to be adjusted, if required and subject to ADB 
approval, on a contract-by-contract basis. 

 
b. There are no specific standard contract requirements to be included covering 

publication. This can normally be dealt with outside of the contract. 
 

c. It is preferable if ADB required adjustments can be included directly into the draft 
contract. If not possible, ADB will accept the preparation and signature of a 
supplemental agreement that brings in ADB’s requirements by reference. 
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35. The Procurement Regulations for ADB Borrowers (para. 2.18) requires that, after a 
contract is signed, the borrower publishes certain contract award information.5 Similarly, ADB 
publishes contract award information on its website (www.adb.org).6 In the event that the terms 
of any proposed contract precludes the ability of the government to publish information related to 
the contract award, it shall immediately inform ADB. Such a condition may prevent ADB from 
financing the contract. ADB has discussed this matter with the government, who are aware of 
ADB’s requirements. 
 
36. The Government of Pakistan has been informed of contract publication requirements; in 
the eventuality that the government informs ADB that it is restricted in adhering to the publication 
requirements of the Procurement Regulations and/or it believes that ADB cannot also publish this 
information as it normally does, it should substantiate, in detail, the grounds for such a 
determination (this could include alerting us to the confidentiality provisions in a contract or non-
disclosure agreement). ADB will review this situation to address the matter on a contract-by-
contract basis, in consultation with ADB Legal Department. 

 
37. Advance payment guarantees serve as a risk mitigation tool for borrowers disbursing large 
amounts of money before receiving goods. The large value of vaccine contracts and demands of 
manufacturers for advance payments, (up to and including 100% of either the entire contract, or 
individual deliveries under a contract) increases project risks. At the same time, and in the short 
term at least, these advance payments are being requested by a small number of well-known 
international vaccine manufacturers. In some cases, the manufacturers are refusing to provide 
advance payment guarantees. Reflecting the current market environment, the government should 
consider the following: 
 

a. The ultimate decision to require an advance payment guarantee, as a pre-condition to 
signing a contract, rests with the borrower. 

b. ADB does not mandate that an advance payment guarantee be provided (as a 
condition to finance a contract), but strongly supports their use as a risk mitigation tool. 

c. Where contracts include advance payments, but no guarantee, borrower needs to 
confirm if an advance payment guarantee has been requested during negotiations. 
i. If not requested (and the contract is not already signed), ADB should ask the 

borrower to engage with the manufacturer to include the provision for a guarantee 
in the contract. 

ii. If requested and not agreed to by the manufacturer, the reasons for non-inclusion 
should be detailed in writing. 

d. Where an advance payment guarantee is not provided, this should be listed as a risk 
in the update of the Risk Management/Risk register. 

e. Advance payments to the UN agencies are deemed to be low risk and, as such, ADB 
is satisfied for those payments to be made without the provision of a guarantee. 
 

38. Procurement of consultants (firms and individuals) and non-consulting services shall be 
procured as per agreed procurement method and in accordance with ADB’s Procurement Policy 
(2017, as amended from time to time) and the Procurement Regulations for ADB Borrowers 
(2017, as amended from time to time). 

 
5  Para. 2.18: “After the contract is signed, the borrower shall publish in an English language newspaper or in English 

on a publicly and freely accessible website the name of the provider of the goods, works, or services, and the price, 
duration, and summary scope of the contract. This publication may be done quarterly and in the format of a 
summarized table covering the previous period.” 

6  ADB publishes contract award information for all goods and civil works contracts with a value greater than $1,000,000 

http://www.adb.org/


14 

  
39. The above procurement strategy achieves value for money for the government through (i) 
selecting candidate vaccine types that are best suited to the domestic logistics supply chain and 
distribution mechanisms; (ii) identifying vaccines that will efficiently meet the project disbursement 
conditions; (iii) engaging with vaccine manufacturers and COVAX that have advantageous 
vaccine availability and delivery timelines, and (iii) entering into agreements on terms and 
conditions that are reasonable, noting the currently constrained market for vaccines globally. 
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Risk Register 

Risk 
Ref. Risk Description Risk Impact Likelihood 

(“L”)(1–5) 
Impact 
(“I”)(1–5) 

Score 
(L x I) Risk Treatment Proposed Mitigation Residual 

Risk 
Risk 

Owner 

1 
Severely 
constrained vaccine 
supply market  

 5 4 
Extreme 

(20)   Reduce  

- Utilize COVAX which has 
confirmed supply deals for 
proportion of needs 
- Identify multiple avenues for 
procurement to spread risk. 
- Prioritize unapproved vaccines with 
smaller order books (balance 
portfolio) 

High MONHS
R&C 

2 Substantially 
imbalanced bilateral 
contracts that place 
large risks on the 
client. 

Potential for either 
failure of negotiation 
or increased 
costs/liabilities during 
contract 
implementation 

5 4 Extreme 
(20) 

Reduce - Utilize COVAX for proportion of 
needs 
- Enter into negotiations with multiple 
firms and prioritize deals with more 
balanced terms, where possible. 
- Negotiate key terms to redress 
balance, where possible 

High MONHS
R&C 

3 Manufacture’s 
inability to meet 
delivery time 

Population will not be 
vaccinated on time 

5 4 Extreme 
(20) 

Reduce -Keep close coordination with 
Manufacturer  
-Have multiple contracts  

High MONHS
R&C 

4 Limited visibility on 
approvals of 
candidate vaccines 
and availability of 
supply. 

Some deals entered 
into may not proceed 
if vaccine fails trials 

4 4 High (16) Reduce - Utilize COVAX, where possible, as 
it has portfolio of vaccines 
- Spread risk across multiple deals 
- Target vaccine manufacturers at 
different stages (approved, pre-
approval, trials) 

Medium NVTF/M
ONHSR
&C 

5 Vaccines do not 
meet ADB eligibility 
criteria 

Not eligible for ADB 
financing  

5 5 Extreme 
(25) 

Reduce - Identify vaccines that meet ADB 
APVAX eligibility requirements  
- Early on engagement with ADB on 
sharing information with ADB  

High MONHS
R&C/AD
B 

6 MONHSR&C and 
EPI limited 
knowledge in ADB 
Procurement 
Procedure and 
management of 
vaccines contracts at 
this scale 

Potential for either 
failure of 
procurement and/or 
poor contract 
management 

4 4 High (16) Reduce - utilize COVAX. 
- additional staffing support including 
procurement experts under project  

Medium MONHS
R&C 
and EPI 

7 Inadequate storage 
facility 

Indirect risks of 
delays in 

4 4 Extreme 
(20) 

Reduce - Prioritize selection of less sensitive 
vaccines 

Medium MONHS
R&C 
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administration of 
vaccines, and 
potential wastage of 
vaccines 

- Engage domestic logistics 
providers with expertise. 
- Ensure robust distribution plan in 
place 
- Procure additional cold chain 
equipment  

and 
EPIs 

8 Inventory 
Management 
system  

Pilferage of vaccine 
leading to timely 
availability of quality 
vaccine to the 
population  

4 4 High (16) Reduce Improve existing system of inventory 
management 

Substanti
al  

MONHS
R&C 
and 
EPIs 

9 Lengthy process for 
contract approval 
from  

Indirect risks of 
delays in 
Government to 
receive vaccine and 
overall risk of delay 
in administration of 
vaccine 

5 4 High (16) Reduce - Central procurement of all logistical 
support by Federal EPI 
- Appoint designated committee with 
delegation of authority for 
procurement decision. 

Substanti
al 

MONHS
R&C 
and F-
EPI 

10 Nonavailability of 
timely, sufficient 
quantities of 
syringes and safety 
boxes 

Population will not 
benefit despite 
availability of 
vaccines, due to lack 
of syringes and 
safety boxes 

4 4 Substanti
al(16)  

Reduce - Plan in advance procurement of 
syringes and safety boxes 
- Establish framework agreement  

Medium MONHS
R&C 
and F-
EPI 
 
 

ADB = Asian Development Bank, F-EPI = Federal Expanded Programme on Immunization, MONHSR&C = Ministry of National Health Services, Regulations and 
Coordination, NVTF = National Vaccine Taskforce. 


	CONTENTS
	I. SUMMARY OF PROCUREMENT STRATEGY
	II. SPP DUE DILIGENCE
	A. Operation Environment
	B. Market Analysis
	C. Risk Management
	D. Option Analysis

	III. PROCUREMENT STRATEGY

